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CHAPTEP I 
INTFODUCTION TO THE STUUf 
The Theme 
'I'he superintendency of schools is one of the most crucial and perhaps 
most difficult positions in American life today. The school superintendent is 
in a better position than any other single person in the community to in-
fluence the shape of public education. \Thus, the superintendent has a basic 
role in determining what will become of the young people of his community, and 
through them, what his comuunity and the nation will become. 
'lhe role of the superintendent is inherently difficult and complex. It 
is further complicated by the many great changes which have taken and are taking 
place in our society. Among these changes are the growth of knowledge and of 
its impact on life, the population explosion, rural depopulation and urban 
growth, technological progress, and widespread demand for equal opportunity. 
Social condi tione have been altered by major Supreme Court rulings, such as, 
the "Brown" decision which declared that "separate educational feci li ties are 
inherently unequal. 111 A more recent landmark decision, rendered by the Fifth 
Circuit. Federal Court, ruled that the United States Office of Education should 
issue gi1idelines for the integration of schools. Uncer this ruling students, 
faculties, and activities must be integrated. Boards of Education of states 
lBrown v.s. Board of Education, 347 u. s. 483, 74 Sup. Ct. 686, (1954). 
1 
2 
cont.sining segregated systems have an affirmative duty to reot ganiu into a 
unitary, integrated system. Criteria were established to carry out the objec-
2 tives of desegregation. 
The concept of the school as a social institution is un~ergoing change. 
At one time the school was an exclusive situation. Social demands have imposed 
a favorable open-door policy requiring school dietricts to provide for the 
special educational needs of certain children who are denied admittance in a 
regular school because of some physical or mental deficiency. As an example, 
statutory requirements prescribe programs and facilities of snecial schools 
which accept the educable and trainable mentally handicapped and other pupils 
with special education needs. The educational fUnction of the school has 
changed from strictly academic to the training of the whole child. To proVide 
for these diversified needs, school boards have introduced educational programs, 
many of which are not strictly academic but are within the provisions of 
statutory requirements. Scientific advances, expanded media of communication, 
automation, student unrest, the drug problem, sex education, teacher militancy 
and problems of school finances are some of the issues adding to the ever 
increasing complexity of the environment in which the superintendent must operate 
as the chief school administrator. 
A most fitting portrayal of the role, the problems, and the potential of 
the superintendency of schools was depicted by the Educational Policies 
2u. s. v.s. Jefferson County Board of Education, 372 F 2d 836 (1968). 
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Commission on the occasion of the one hundredth anniversary of tho American 
Association of ~:chool Administrators. 
Educational leadership is at the center of virtually all the 
current social revolutions, shaping them and being shaped by them. 
Its involvement is inevitable. But its chances for success are 
determined in large part by the intentional actions of men. That ie 
why a community should expect its superintendent to possess out-
standing qualities of leadership.3 
F..ducational leadership is at the center of the superintendent's efforts 
to provide for the best possible education in the commni ty. 'I'he superintendent 
has many functions, but all are focused on this central function of improving 
educational opportunity. This central function is the raison d 1 otre for the 
other functions of educational administration, and provides opportunities for 
the superintendent to exert his beet leadership efforte. 
This means creating the conditions in which other people can get 
things done and above all in which the teacher in the classroom can 
perform to the best of his ability. It also means assisting the school 
board in the formlation of policies governing the school system. 
Increasingly, it implies a key role in the development of general 
policies affecting the life of the locality, the state, and the nation. 
The superintendent is a leader in the true sense, for he rrupt be expert 
in bringing out the best in his community and in his staff .4 
In his considerations of the instructional program of ~chools, the su-
perintendent seeks consensus of his board, community, and staff on the goals of 
the schools as a basis for decisions on the program. His community may press 
for the addition of certain instructional courses to the program in the schools. 
3Educational Policies Commission. The Unique Role of the Superintendent 
of Schools. National :Education Association of the United States and the 
American Association of School Administrators (Washington, D.C., 1965), p. 1. 
4 Ibid • , p. 3. 
F 
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values of suggested activities must be carefully balanced 'Ni th the demands of 
the current ones. By providing leaclarship in making decisions on such matters, 
the superintendent influences the quality of all teaching in his school ~·stem. 
The management aspects of administration constitute a vast task of making 
choices and stimulating action and consensus. The success ~ith which the 
superintendent executes his managerial functions ~ill depend largely on the 
kinds of decisions he makes and his ability to motivate others toward carrying 
out those decisions. He has the major responsibility for the selection and 
appointment of the system's personnel; ha has a crucial role in setting 
standards of professional competence. Similarly, school budget decisions must 
be based on the superintendent's carefUl consideration of each decision's impact 
on the quality of the schools. 
In all his -..ork, the superintendent interacts with the school board 
members, principals and staff, teachers, parents and community. He knows that 
leadership in such a framework involves more than transmitting policy decisions 
from board to staff or requests from staff to board. 'Ihe superintendent can 
fill his leaderehip responsibility by striving for teamwork and general agree-
ment among the above reference groups ~ith ~hich he interacts and on which he 
must exert his influence to achieve educational goals. 
Because he is an official in a "democratic society," the superintendent 
must consider the public's views. There is a practical reason to do so; the 
comnuni ty 'e Views influence the quality of the echoo ls. Schools are supoorted 
by taxes paid by the public. The public •s willingness to pay taxes influences 
the schools' choices, and "public tolerance" is an essential foundation of 
,;> ... s 
academic .reeuom. In short, the superintenaent is teacher, poli ticj an, 
philosopher, student of life, public relations counselor, and businessman. All 
these aspects are involved in his central role of leadership. 
Those people who make up the school system are thinking and a.cting 
differently than they did two or three decades ago -- or, for that matter, ten 
years ago. The nature of the chief administrator's responsibilities is unrer-
going radical change, even though the position remains superficially the same. 
Ne'W attitudes toward and expectations with respect to the school superintendent 
have developed. Feelings of teachers toward the superintendent have undergone 
rapid chs.nge during a relatively short period of time. School district re-
organization has brought about new dimensions of the admini~trator•s relation-
ship with the board of education. The growth of districts in size has created 
new situations in ~hich the central staff of specialists interacts with the 
superintendent. Sheer size and, in many caees, rapid and astronomical growth 
in enrollment have changed the very nature of the American school district. 
Under these circumstances the chief schocl administrator is compelled to exert 
his professional leadership.6 
~raditional theorists of educational administration have emphaeized a 
democratic or "group centered" leadership style to improve the leadership 
situation. Leadership has also been identified as being synonomous 1>1i th 
5 lli!!·' p. 6. 
6r.iatt B. Burbank, The Superintendent of Schools (Danville, Illinois: 
Interstate Printers & Publishers, 1968), pp. 23 - 26. 
"' 
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administration. The word leadership has been widely used; yet, there is wide-
spread disagreement as to its meaning. However, there appears to be a common 
agreement on one of the elements of leadership, namely, that "all leadership 
acts are goal oriented."7 
The leader uses his influence to achieve some desired (althouph 
often unconscious) goal or goals. These goals toward ~hich 
individuale exert their influence fall into four categoriee, whoee 
differences have considerable relevance for leader8hip theory. The 
following classifications shoulc not suggest that any given infiuence 
effort is necessarily aimed exclusively at one single goal. Often a 
complex of goals is involved, as when a leader brings about the attain-
ment of or~anizational goals and at the same time satisfies some of his 
own needs. 
Tannenbaum et al. identify and define the four classifications of goals 
mentioned above, as follows: 
1. Organizational goals: These goals are the rationally contrived 
purposes of the organizational entity. The leaders are held 
responsible by their supervisors for influencing others toward 
the attainment of the organizational goals. Since these goals 
have little or no direct motivational import to the followers, 
the administrator's task of leadership often requires him to use 
other inducements which have relevance to the need systems of the 
followers. 
2. Group goale: 'Ihese are relevant goals which evolve in small, 
informal, face-to-face groups through the interaction of the 
me~hers of the group. 'lbe~ reflect "what the group wants to 
do,n although not necessarily unanimously. In such a situation, 
the leader is anyone who uses his influence to facilitate the 
group's attainment or its 01in goals. The achievement of 
effective influence in such groups depends upon the leader's 
sensitivity to the group's objectives and upon his skill in 
bringing about their realization. 
3. ?ersonal goals of the follower: 'Ihe leader uee8 his influence to 
assist the follo~er in attaining hi~ o~n (the follo~er•e) personal 
goals. 
7Robert Tannenbaum, IrVing F. 1ieschler and Free ~lassarik, Leadershif 
and Organization (New York: McGraw Hill Book Company, 1961), p. 28. 
8Tannenbaum, et al., Ibid. 
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Personal goals of the leader: These are goals set by leaders who 
use their inhuence primari!Y to meet their ow needs. At times 
euch personal motives are at the level of consciouenese and can be 
made explicit, but often they lie at the unconscious level where 
they are hidden from the leader. 
The issue of conscious and unconscious intent poses some knotty 
problems for beth leadership theory and research •••• Unconscioue 
purposes frequently do motivate the leader even though, with the 
exception of projective techniques, we h~ye few methods available 
for operational12ing such hidden motives. 
'lbe opinion that educational administration differs uniquely from 
activities in the business, mill tary, hospital and other varieties of 
administration, has largely given 1t1ay to the idea that there is more that is 
common than different about the varieties of administration. Lazarsfeld 
identifies four major tasks with which all administrators are confronted. He 
has also argued that these tasks vary in little other than emphasis from 
organi2ati on to organization. These tasks are: 
1. 'Ihe administrator must fulfill the goals of the organization. 
2. 'Ihe administrator must make use of other people in fulfilling these 
goale, not as if they were machines, but rather in such a way as to 
release their initiative and creativity. 
3. The administrator rust be concerned with the human relations aspects 
of his organization. He m11st be concerned about the way a person or 
group feels, acts or believes. The kind of feeling, action or 
belief determines whether there is good or poor morale. 
4. 'Ihe administrator must try to build into his organi2ation provisions 
for innovations, for change and for d011elopment. In a changing 
~orld people and organizations l!llst adjust to changing conditions. 
The conditions for change must be incorporated into the organization 
so that there may be a eteady process of development rather than a 
series of sudden, disruptive innovations.10 
9Ibid., pp. 28 - 29. 
lOpaul F. Lazarsfeld, "The Social Sciences and Administration: A 
Rationale," in The Social Sciences and F.ducat1onal Administration, ed. by Lorne 
Downey and Fredertck Fiihs (Edmonton: Uii!verelty of Alberta, 1963), pp. 3-L. 
p 
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Administration is not a unique activity restricted specifically to 
educational administration. There are operational characteristics commonly 
5harecl in all types of administrations anc administratore. 
All administrators ll'llSt fulfill goals of the organi2ation. Even though 
the superintendent• s many functions focus on a single goal, namely, to provide 
for the best possible education in the community, there are many other short 
range, intermediate, and long range goals which serve as supportive goals to 
the ma:i.n, over-riding goal of instructional improvement. 
To attain defined goals, the superintendent mu st create the conditions 
in which other people can get things done. This implies: 
1. Conditions in ~hich the classroom teacher can perform to the best 
of his abi ll ty. 
?. Assisting the school board in the formulation of policies governing 
the school syst.em. 
3. Exercising a key role in the development of general policies affecting 
the life of the lo call ty or comll'llni t; 1'1hich the superintendent serves. 
L. Encouraging the principal, the staff and others to work toward 
achieVing goals of the school. 
5. Seeking a consensus of the parents on the goals of his board, 
community and staff .11 
'The superintendency is obviously the highest level -within the school 
tystem, if not the entire community. A superintendent 1 s work involves th~ 
ir.anagement of people, things, and ideas. It entails "the art of manipulating 
human beings." Planning, economics, law, engineering, logistics, ae well as 
education, are included in the responsibility. Above all, the management 
function involves corralling all these knm;ledges into an orderly process of 
lli::.ducational ;•olic:.i..es Cor.1mission. The Unique Eole of the Superintendent 
of Schools, pp. 3 - L. 
9 
gettinr, a job dona by people. Thi;; manage'nent function requires setting goals 
toward which the coordinated efforts of all participants are directed to 
achieve the stated roals • 
.setting and defining goals is an essential element of the administrative 
process. roal setting is inherent in each of tho following duties performed 
by a chief school officeri 
1. r:iefininrr the purposes and objeoti ves. 
2. 'levelopinp the broad plan for the structuring of the organization. 
J. 'Zocruitinr, and organizing an executive staff. 
L. rielt"~ating and allocating authority and responsibility. 
5. 0verseeine the general carrying forward of the delegated activi.ties. 
6. !nsurlnr, quantity and quality of performance. 
7. n,chievinv coordination throUf,h cofll!'d.ttees am conferences. 
8. Stimulatinp and enerridni:~ the f'ntire personnel. 
9. ''valuating the total outcome in relation to purposes. 
10. Lookinr ah~ad and forecasting the orr:anization's aims as well as the 
ways and means t'or realizing them. 2 
It is the superintendent's task to establish foals and to get people 
involved in the work set forth to improve programs and attain goals. His 
&pproRch 111W1t vary with the persons he deals with and with the physical and 
12Robert R. 'lilson, The Modern School Superintendent (r~ew York: Harper 
and Bl"othera Publishers, 1~50), P• 2j. 
10 
social environment in which they live.13 
Notwithstanding legal limitations placed upon the powers of the school 
euperintendent, public restrictions that temper his deciaions, and boards of 
education that want to run the show, the superintendent can poseess enormous 
influence to achieve the goals he sets. Goal setting, therefore, is an 
important and essential element of the administrator's role and the administra-
tive process. The manner in which a superintendent influences others to achieve 
goals depends on the leadership style that he utilizes. Isaderehip style and 
goal setting, therefore, are two complementary elements of the administrative 
process. The introduction of these two elements together raises the question 
ot whether superintendents place more emphasis on goal setting or leadership 
1t1le. Both are essential in the administrative process, l:ut self-perceived 
emphasis on one or the other may have varying implications on leadership 
processes. 
Isadership Defined 
':lhere is widespread disagreement as to the definition of leadership. 
Several approaches have been used to study leadership. ':lhese can be categorized 
under the headings of: Trait, Style, Situation, FUnction and Interaction. 
Attempts to explain leadership.on the basis or personality traits and 
characteristics or successful leaders have resulted in failure to isolate 
leadership traits. Social scientists have concluded that the degree to which 
the indiVidual exhibits leadership depends not only on his characteristics, but 
13 C 11 John A. Bartky, Administration as F.ducational teadershiE (Stanford, a tornia: Stanford Un!vers!ty, 1956), p. 15. 
11 
also on the oharaoteristice of the situation.14 
Another ap~roaoh to the study and definition of leadersrdp is basPd on 
].eadershin types or styles. This approach traditionally lists four types: (1) 
the dictatorial leader who l'!lOtivates through fear, (2) the autocratic leader who 
uses centralization of authority and no participation, (J) the democratic l~ader 
who believes in decentralization of authority and decision making, and (4) the 
laissez-faire lf·ader who pemi ts the group to establish 1 ts own roals and "IB.ke 
its own deoistons.15 
studiea on organization and administration have concluded that almost 
8111' member of a croup may beconte its leader under circumstances that enable him 
to perf ol"l'l'I the required functions or leadership and that different persons may 
contribute in different ways to the leadership of the group. It considerable 
body of evidence shows that the product! vi ty of a work unit to achieve a 
completed goal is at.teated by the kind or leadership the unit receives. Dut 
research 11 terature does not consistent:cy support any one leadership style. 
According to Huneryager and Heckntan1 there is no best style. It is the skill 
with which on~ anplies leadership styles that determines one's personal success 
as a leader. Not all people can runction_well under the same kind or leadership. 
An adndnietrator may vary his style of leadership, but he cannot force people to 
behave in ways that are uncongenial to their personalitiea.16 
~ 
It has been found that a person who can assist or facilitate the group 
1110et, in reaching group goal achiew•nt, is most likel;v' to be regarded as 
( 14s. o. Huneryager and I. L. Heckman, Hwun Relations in !:fansenwmt Chioago1 South-Western Publishing Compan.y1 1967), P• J07 • 
lSibid., P• 243. 
16Ibtd., PP• 268 - 28S. 
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the leader. New leaders will emerge when groups are in a period of stress or 
crisis. Crocket founc that when a designated leader failed to provide the 
leaderehip function that he was supposed to perform, other members provided 
the runction in order to maintain a minimal loss of eftectiveness.17 Similar 
results were reported by Kahn and Katz. They found that when managers failed 
to provide adequate leadership, informal leaders arose in the work group and 
provided the needed function. 18 
Another a~proach to leadership developed from a functional orientation to 
the problem. This developed from research in group dynamics and from the human 
relations movements. Under this approach, emphasis shifted trom a study ot the 
group leader as a person to the study of the group. Leadership is defined as 
all those member acts that aid in the development of the group and accomplish-
ment of the group's taske. Thus, leadership may be performed by one or many 
members of the group. This approach considers both the individual and the 
situation in which leadership occurs. Styles of the leader can have marked 
effects upon group member performance.19 
A further extension of the .functional approach was the interactionist 
approach to the study of leadership. 20 This approach attempts to analyze the 
17w. Crocket, "Emergent Leadership in Small Decision-Making Groups," 
;!.ournal of Abnormal and Social Pszcholop, LI (1955), pp. 378-83. 
lBit. L. Kahn and D. Katz, "Leadership Practices in Relation to Productivity 
anc Morale," Grout J§namics, ed. by D. Cartwright and A. Sant'er (Evanston, 
Illinoisi Row-Pe arson, i'9'56), pp. 612 - 627. 
19Huneryager and Heckman, p. 310. 
20Ibid., P• 316. 
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interaction between the leader and the group, resulting .from a particular 
leadership style fltllployod by the leader. The basic assumption in this 
approach is that leadership cannot be studied in isolation because it 
represmts an interaction between members of a group or groups under the 
influence of a leader. This interaction approach to the study of leadership 
is science based. Its research attempts to study and analyze the interrela-
tionships between the operating characteristics and the operating processes 
which detennine the leadership style. The operating ohara.cteristice focus 
on the leader's behavior in terms of attitudes, reactions and personality 
traits, the situation or issue, and -the reference group with which the leader 
interacts. In his interaction with the group, the leader attempts to exert his 
influence through the communication process toward the attainment of a specific 
goal or goals. 
Rensis Likert found that leader-follower interaction differed quite 
markedly between productive and non-productive work groups. He found that 
leaders with the best records of performance focused their primary attention 
upon the human aspects of their subordinate relationships and attempted to 
blild effective work groups with high-performance goals. 
High-productive leaders spent more time in motivating their subordinates, 
providing structure, keeping them informed, getting their ideas and suggestions 
on important matters, trei.ning subordinates for morA responsibilities, trying 
out new ideas with them, and showing consideration for the follower and hie 
l!leeds. 
He found that low-productive leaders demand more from their subordinates 
than can be done, ori ticized them in .front of others, treated subordinatos w1 th-
out respect to their feelings, rode thE>,m for mald.ng mistakes, initiated actions 
without consulti~ them, refused to accept their ideas and suggestions or even 
~lain the actions they had taken.21 
Tannenbaum defines leadership as follows: 
Leadership is an interpersonal influence, exercised in situation 
and directed, through the 001U1Unicat1on process, toward the attainment 
ot a specified goal or goals.22 
'lbe above definition implies that leadership always involves attempts on the 
part ot a leader, as influencer, to affect or influence the behav:lor of a 
follower or followers in situation. Therefore, the leader is the incliVidual 
who eJrercises positive influence acts upon others; he is one who exercises more, 
or more important, positive influence acts than any other member in the Froup; 
he is an individual who exercises moat influence in goal-setting and goal 
achievement. 23 
The major components of leadership, according to the above theory, ares 
1) interpersonal influence, 2) situation, 3) communication process, and 4) 
direction toward the attainment of a specified ~oal or goals. To many, an 
act of leadership has occurred only if specified goals have been achieved. To 
others, an act of leadership may mean appeasement, keeping the status quo, being 
popular, beinfl liked ~ithout regard to sur.ceee:tul achievement of specified goals. 
2l~bid.' pp. 310 - 316. 
22'I'annenbaum et al., p. 2L. 
23Tannenbaum et al., (The detini ti on subsumes definitions lB, lC, and IE 
in the Ohio State "Paradigm for the Study of Leadership," :.11 of '1hich have to 
de with influence.), p. 24. 
~·.· 
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This theory indicates that leadership effectiveness can be measured to varying 
cleE<:rees when: 
1. Specified goals have been achieved and the followers react favorably 
to the leader's influence. 
2. Specified goals have been achieved and the followers do not react 
favorably to the leader's influence. 
). bpecified goals have not been achieved and the followers react 
favorably to the leader's influence. 
4. Specified goals have not been achieved and the follawers do not react 
favorab~· to the leader's influence. 
The above description of leadership treats leadership as a process or 
function rather than an exclusive attribute o! a prescribed role. The superin-
tendent, in his administrative role, may utilize a given leadership process to 
influence others in a ~ven situation. The pro~. is generally referred to as 
''leadership style." It is dependrnt on the objective context of any influence 
relationship and might include any or all of the following: l) physical 
phenomena, 2) other individuals, 3) the organization, L) the broader culture, 
including social norms, role prescriptions, stereotyoes, etc., anc 5) goals, 
including goals which were defined earlier. And, finally, leadership is 
concerned with interpersonal influence which :i.s exercised through the comuunica-
tl.on process. It is within this context that the concept of leaderehip will be 
ueed for the purpose o! this study. 
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Likert•s Approach to the Study of Leadership 
rt 1s important for this stu~ to obtain a consensus of understanding 
that leadership processes and goal setting cut across all types of administra-
tive functions and are not unique to educational administration per se. There-
fore, it would not be inappropriate and indefensible to draw on the research 
findings of a man like Likert and to apply his systems model or leadership to 
the administrative behavior ot school superintendents. 
According to Likert, any organization is a human social system that can 
be described in terms of a fundamental dimension, namely, where it falls on the 
System One (1) to System Four (4) Continuum. Dr. Likert developed this theory 
on the systems of management based on more than twenty years of research. He 
has substituted a systems approach for the piecemeal methods usually employed 
in efforts to improve an organization. The result is a highly effective 
management system of leadership processes whose parts are mutually compatible. 
His complete line of management systems are leadership styles which fall within 
the dimensional constructs of authoritative and participative leadership 
processes. The authoritative dimension contains System 1 -- exploitive 
authoritative, System 2 -- benevolent authoritative, and System J -- consultative. 
'lhe participative dimension contains only one construct, namely, System 4 --
participative group, generally referred to as a democratic style of leadership. 
Likert identifies the following operating characteristics which are 
designed to describe the major categories of operating variables in the exercise 
of an organizational system or leadership style. These 1lllljor categories are: 
1. Supportive behavior. 
2. Motivational forces. 
3. Communication processes. 
4. Interaction-influence processes. 
5. Decision-making processes. 
6. Goal setting or ordering processes. 
7. Control processes. 
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For each operating variable or characteristic, Likert identifies several 
operating processes, each of which can be measured on a continuum depending on 
where or at which point on the continuum the respondent indicates he falls with 
regard to that item. The point at which the respondent selects his operating 
process for the particular operating variable will indicate his self-perceived 
style of leadership utilized when he interacts with others on a given issue. 
The interrelationships among these key variables can be portrayed graphically 
in a profile of organizational characteristics. 24 
Likert•s research findings support the perceptions ot managers and 
administrators that management ~stems which move more toward System 4 
(participative or democratic style or leadership) are more productive, have 
lOller costs and elicit more favorable attitudes than do those systems following 
more to the left, toward System 1. 
A science-based management, such as System 4, is appreciably more 
complex than other systems. It requires greater learning and 
appreciably greater skill to use it well, but it yields impressively 
better results, which are evident whenever accurate performance 
measurements are obtained.25 
The throe basic concepts of System 4 management (leadership style) are: 
1) the use of the principle of supportive relationships, 2) the use of group 
decision making and group methods of supervision, and 3) high performance goals 
tor the organization. The supportive principle is stated as follows: 
24Rensis Likert, The Human Or anizatiom 
York: McGraw Hi 11 Book Company, Inc., , pp. 
II, pp. 196 - 211). 
25Ibid., P• 46. 
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The leadership and other processes of the organization must be 
such as to ensure a maximum probability that in all interactions anc 
in all relationships within the organization each member, in the light 
of his background, values, desires, and expectations, will view the 
experience as supportive and one which builds and maintains his sense 
of personal worth and im.portance.26 
In applying this principle, the relationship between the leader and 
followers is crucial. 'Ibe principle implies that the more often the leader's 
behavior ie ego-building rather than ego-deflating, the better will be the 
effect of his behavior on organizational performance. It ie essential to keep 
in mjnd that the interaction between the leader and the followers must be viewed 
in the light of (1) the issue at hanc, (2) the follower's background, values, 
and expectations or, in simpler terms, the kind of person, persons or group 
with whom the leader interacts, and (3) the behavior of the leader. 27 
The second concept in Likert•s Systems model is group decision making 
anc supervision. Systems l and 2 do not use a group form of organi2ation, but 
consist of a man-to-man model of interaction, i.e., superior to subordinate. 
System 4 uses an overlapping group form of structure with each work group linked 
to the rest of the organization by means of persons who are members of more 
than one group. These individuals are called "linking pine.•~ The interaction 
anc decision making relies on group processes rather than on a one-to-one 
relationship. System J is a mixture of a man-to-man mo~el of interaction and 
2~ens1s Likert, Ne'W Patterns of Management (New York: McGraw Hill 
Book Company, 1961), p. 163. 
27F.ens1s Likert, The Human Organization: Its Management and Value, 
p. 48. 
p 
19 
eome overlapping group form of structure. 
The third concept of effective leadership or organization processes deals 
with goals, and more specifically with performance goals where performance can 
be measured. According to Likert•s finding3, employees wish to be proud of 
the company they work for and of its performance and accomplishments. By 
applying this conclusion to the school situation, it can be said that school 
board members, principals and staff', teachers and parents anci the community 
want to be proud of their school and the school's performance reflected in the 
accomplishments of its students. An organization• s achievement is a 
"situational requirement" which can be met only when the organization, its 
departments, and its members have high performance goals. 28 Thus, Likert•s 
concept of management style, translated into leadership style, has two require-
ments for successful leadership and high performance: supportive behav:lor and 
high goals. 
Peer-group loyalty, support which motivates, interaction facilitation, 
interaction influence, goal emphasis and work facilitation are the major leader-
ship dimensions which appear on the scale of operating processes for each 
operating characteristic.29 
Likert offers no formal definition of leadership, although he proceede at 
great length to describe a science-based theory of leadership style through his 
Systems 1 through 4 organizational model. The reason for this should be 
obvious. The traditional theorists placed emphasis on selected facets of 
2~ensis Likert, New Patterns of Management, po. 112 - 220. 
29Fensis 1_.tkert, 'Jhe Human Organization: Its ~anap:emer1t ano Values, 
p. 72. . .. --·-· ,.,-, ... ·--------·---·---·-~-
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leadershiP• In researching his system or management, which in practicality is 
eynonomous with leadership style, Likert introduced many variables which inter-
relllte and interact with one another, depending on (l} the leader's perception 
of the situation f:"the 1ssu!7, (2} the leader's interaction with the person, 
persons or group on the specific issue, and (3) the operating process utilized 
by the leader in his interaction with the person, persons or group. In an 
attempt to synthesize the elements of the definitions of the traditional 
theorists and the science-based theorists, it appears that: 
l. The superintendent acts in an administrative role. 
2. The leadership process is not an exclu81ve attribute of the adminis-
trative role. 
3. The leadership process is an interaction of many operating variables 
related to operating characteristics, the combination of which 
constitutes a certain leadership style intended to influence a 
person or group of persons on a given issue or uncer given conditions. 
4. The leadership style may or may not be successful in achieVing 
specified goals. 
5. A leadership style may be employed in a given situation without 
emphasis being placed on achieving specified goals. 
6. A leadership style may be employed in a given situation with emphasis 
being placed on achieVing specified goals. 
An administrator 111t1st direct his efforts to achieve specified goals. 
Therefore, goal achievement and leadership style to influence people to achieve 
these goals are important elements of the superintendent's administrative role. 
Traditional Concepts of F.ducational Leadership 
Much of the literature on educational administration reveals that the 
conetruct of "democratic-autocratic administration" is still a widely used des-
Cr1.ption of the type of leadership styles employed in the use or authority and 
.. 
21 
J>0"8r in adnd..nistration• Thia oomt.ruot is baaed on analoa.- with the idea of 
"democracy'' brought by that method trom the field ot political science into the 
fields of administration. Most writers wre clear in their praise of de!llOOratio 
lPadership and their condemnation ot autocratic leaderehip. 
Campbell and Koopman state that people in general have a misconception or 
good democratic educational leadership. The fllOst prevalent Misconception is 
vi.sualizine: the superior democratic administrator as a person who leads people 
by the strength of his personality and uaes the whip of authority or persuades 
anti sways ooople through emotional appeals. The authors condemn this viewpoint 
on the ttrounds that people who subscribe to this type of leadership style a.re 
lf'ndinv t>ncourage1T10nt to the development of totalitarian practices in a 
dnmocratie state. The dynamic leader is a dominating leader who covets power 
oveT" p(.lcople and "almost inevitably he tries to bring l'llOre and more people under 
an overarching nlan of do"lination."30 Gampbell and Koopman would rather leave 
~n nro;'Ta"'8 to the initial acceptance, endorse!l'lellt1 and support of all persons 
who ~ in any way and mann~r comec~d with the operation of the co!'lrmmity 
school. 
!,toehlrrian implies a more conservative viewpoint of a democratic style of 
lnadership when tU" states thats 
In actual ~ractice, democracy is a constant struggle between the 
tndividual and the group. At one period the individual may exercise 
dnnr,erous power, while at others he may appear to be almost submerged 
and dominated by the r.roup. Since democracy is predicated upon the theory 
30clyde ~!. Campbell, ed., Practical ApP!!cations of Democratic Administra-
tion, "'Mir~ rJeed for nynamic Leadership {n a e Society/* by dli'de M. c8Jl.jbei1 
~. ~obert Koopman (New Yorkt Harper and Bros., 19S2J, P• 47. 
p 
b 
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of dynamic balance between the individual and the group, organized 
elasticity is provided ao that change can be made peacefully .31 
The author further states that each individual "shall be mentally, 
socially and emotionally competent to the fullest possibility of his inborn 
capabilities." This application of the concept of democracy to educational 
leadership follows the Jeffersonian philosophy of democracy -- and does not 
directly condemn nor does it condone a variation of leadership style which 
would lean towards the autocratic. The definition does suggest flexibility in 
style, depending on the leader, the followers, the issue and the urgency of the 
matter. It also suggests that the leader may change his style to fit the 
situation and the persons with whom he is dealing. 
Mort and Ross propose "the home rule pattern rather than the line and 
staff pattern." "Considerations that are a heritage of the culture" influence 
the educational leader's attitudes toward educational policy. This type of 
leadership requires not only an appraisal of educational objectives, but also 
an appraisal of the reactions of human beings. In other words, the chief 
administrator is required to size up the general sense of the culture in order 
to be an effective leader. He oust invoke sanctions of the group culture 
because he believes that all such sanctions are good and should be considered in 
making a judgment.32 Sanctions by the community may be good, but Mort and Ross 
do not make mention of the need to appraise the subject matter or issue of the 
sanction. However, they do proVide a definition of democratic leadership in 
their explanation of "operational democracy," '.4hich is one of the "Common Sense 
31Arthur B. Moehlman, School Administration (Boston: Houghton Mifflin 
Company, 1951), p. 11. 
32Paul R. Mort and Donald H. Rose, Principles of School Administration 
(New York: McGraw Hill Book Company, 1957), pp. 5 - JO. 
, 
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Principles" in the "Humanitarian Group." According to the authors, democratic 
leadership is "to consult with others; to consider the intereste and prejudices 
of those affected by decision making; to consider the dignity of persons of all 
degrees, to avoid rough-shod riding over the minority.n33 
Some writers doubt the efficacy of a democratic style of leadership under 
all circumstances, and some even doubt that the analogy between democratic 
leadership and the idea of "democracy" could stand the test of close critical 
scrutiny. Brickell, in a recent study of the dynamics of instructional change 
in the schools of New York, ''breaks the bubble of naive acceptance of current 
theory 11 when he states that: 
The participation patterns ('democratic administration• 1the 
team approach', 'shared decision making•, and •staff envolvement•), in 
widespread use are very often more than enabling arrangements, organized 
after an administrator has decided the general direction (and in some 
cases the actual details) of an instructional change. 
His subtle leadership - or undercover direction - is thought by the 
practicing administrator to be most successful when he can say at the end: 
"They think they thought of it themselves. 1134 
Brickell is quoted to say that setting goals and goal attainment are more 
important. This suggests that the school administrator should clearly eet the 
goals first, and then be concerned about leadership style. 
According to the theorists, all decisions of any importanc~ in the modern 
school system should involve not only the superintendent, but the entire staff, 
and each professional employee mu.et feel that he is a part of the team. If all 
"team members" are to participate on a "share and share alike" basis and 
33Supra., p. 34. 
34Ross L. Neagley and N. Dean Evans, Handbook for Effective Supervision 
~Instruction (Englewood Cliffs, N.J.: Prentice Hall, Inc., 1964), p. 3. 
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to interact on a horizontally equal plane, the question can be askeds "Where 
is the flow of authority?" Or, to phrase it differently, "does a now of 
authority actually operate?" 'Ihere is no way of abolishing line authority 
without making administration chaotic. Neagley and Evans stress the point that 
the operation of line authority should be consistent with reasonable goals of 
democratic administration.JS 
The traditional position of many theorists in educational administration 
establishes educational leadership to be synonomous with a democratic style of 
leadership and would not allow the practice of any other type of leadership 
style to any degree. It was stated earlier that the leadership process is not 
an exclusive attribute of the administrative role. In his administrative role, 
the superintendent must use a leadership style to achieve educational goals. 
Yet, some authors say that it is impossible to separate administration and 
supervision because every administrative activity contributes in some way to 
the educational program. The two fields certainly overlap, as indicated by 
Otto. 
In the operation of schools today, it is difficult, if not 
impossible, to draw fine distinctions between administrative, supervisory, 
and leadership !'unctions. Although there are some activities which fall 
clearly in one or another of these categories, there are endless numbers 
of activities which overlap two or more of the rubrics.36 
'lhe above explanation tends to convey the idea that just as most adminis-
trative functions indicate a supervisory function as well, so too, t111st 
.3~eagley and Evans, ~., p. 13. 
36tJenry J. Otto, Elementary School Or~anization and Administration 
{New York: Appelton-Century-Crof'ts, Inc.,94L), p. 296. 
supervisory functions convey the idea of administrative functions. 
!Urton and Brueckner further sharpen the problem by stating: 
The two can be separated arbitrarily only for the sake of analysis. 
A separation in function is impossible ••• mere inspection of the typical 
division between administrative and supervisory duties would indicate 
that the division can be onl:y an arbitrary one for purposes of dis-
cussion • .37 
The problem is even more apparent when considering the increasing mili-
tancy of school teachers since 1960. A "conflict of interest" is inherent in 
bargaining with teachers. The theory which states that there is no real dis-
tinction between administration and supervision becomes weak in this situation. 
Even if goals are agreed upon, it does not follow that the tllo groups can be 
counted on to see eye to eye on how and when the goals are to be attained.38 
In this type of Bi tuation, a democratic style of leadership may not always be 
workable or even attainable. 
w. J. Reddin, Associate Professor of Administration, University of New 
Brunswick, strengthens Brickell's position by stating that an administrator, 
capable of adaptation to the most intricate managerial style, is of no value to 
his organization unless the results of his efforts are productivity, accomplish-
ment and effectiveness. "Effectiveness is the extent to which an administrator 
achieves the output requirements of his position. 1,1 An administrator's job is 
37William H. EUrton and Leo J. Bru"'ckner, SuEervision: A Social Process 
(New York: Appleton-Century-Crofts, Inc., 1955), p. 296. 
3~!illia.m H. Medlyn, "First Swallow Har<h 'Bilateral Management• is 
What Teachers Are After." American School Board Journal, CLVI (April, 1969), 
pp. 12 - 13. . 
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simplified considerably ~hen he realizes that goals, not styles, are his aimE. 
Rather than be concerned about leadership styles, he suggests that an 
administrator llD.lst be primarily concerned with goals. 
Feddin describes several leadership styles and suggests the following to 
be among the most effective when used at appropriate times, depending on the 
situation and persons or groups with which the administrator interacts: (1) 
executive, (2) benevolent autocrat, (3) developer, and (4) bureaucrat. As 
entities, Reddin says, none of these styles is of value. When they meet a 
situation successfully, however, they are useful administrative tools. The 
emphasis is not on styles, but on goals. The skillful administrator can use 
as many of these styles as necessary. Styles should serve the administrator 
rather than master him.39 
Purpose 
The major purpose of this study is to investigate: (1) whether school 
superintendents, in their role as administrators, set a priority on goals or on 
leadership processes, and (2) to investigate the leadership processes of the 
goal selectors and leadership style selectors, as perceived by themselves in 
their interaction with (a) school board members, (b) principals and staff, 
(c) teachers, (d) parents, and (e) community. 
39 
, ''Managerial Criterion II'! Output - Not Input," -Emp.loyee 
Relation-e"""'§i ......... 11,_e..,..tin, Report No. 1133 (February 19, 1969), pp. J T. 
.. 
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A schematic diagram or the purpose or this study is given belows 
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Prioi'iiy lSi 
Leadership Process 
'l Self-Perceived i 
Ltader::P Process !-
-----·----·----
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Leadership 
-School Board 
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Statt 
-Teach era 
-Parents 
-Community 
Differences · 1 
GROUP "B" 
Priofity on 
Goals 
j Self'-Perceived 
-~ Leadership Prooees 
t REt 
Results ot the study will be turther analyzed to detend.ne whether the 
superintendent•e sell-perceived style of leadership adheres at all times to the 
democratic style or leadership, or whether the superintendent's sell-perceived 
leadership style varies, depending on the issue and the person or group with 
which he interacts. 'lbe interrelation between issues and groups will also be 
examined to determine where the differences in self-perceived leadership styles 
between the two groups eld. st • 
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Method and Procedure 
In order to determine the implications of goal selection and leadership 
!ltyle on self-perceived leadership processes related to selected issues, and 
the person or group with -which superintendents interact on those issues, the 
follo~ing hypotheses are formulated for investigation in this study. 
r. Superintendents, in their administrative roles, are more concerned 
~ith goal-setting than with leadership style. 
II. Superintendents selecting leadership style over goal-setting 
possess a higher degree of cognitive perception of their leader-
ship process, within a dimension that ranges from benevolent 
authoritative to consultative, in their interaction with school 
board members, principals and staff, teachers, parents and 
c omruni ty • 
III. Superintendents selecting goal-setting over leadership style poseess 
a higher degree of cognitive perception of a participative leader-
ship process in their interaction with school board members, prin-
cipals and staff, teachers, parents and community. 
IV. Both groups of superintendents, those placing priority on leader-
ship style and those placing priority on goal setting, possess a 
cognitive perception of their leadership process which rarely 
operates in the exploitive authoritative dimension, in their inter-
action with echool board members, principals and staff, teachers, 
parents, and community. 
V. Superintendents' cognitive perception of leadership style varies on 
each relevant dimension of leadership processes, ranging from 
exploitative authoritative, benevolent authoritative, consultative, 
to participative, depending on their interaction with school board 
members, principale and staff, teachers, parents and community. 
vr. Both groups, the goal-setters and the leadership st~le selectors, 
do not perceptually adhere to the traditional theory of a "demo-
cratic" or participative leadership process at all times. 
'I'Wo approaches have been util12ed in this study. The first. was a search 
throogh current professional literature for opinions, surveys of results and 
experiences of superintendents to determine the major current issues which 
receive priority attention by superintendents in their administrative role. A 
br 
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review of professional periodicals, discussions with classmates in administrative 
positions and with school superintendents known to this student have narrowed 
down the issues to the following items: 
1. Instituting curricular reforms. 
2. Spending tax dollars wisely; budgets. 
3. Maintaining good relations \oiith school boards. 
L. Improving administrative techniques. 
S. Improving school-comrminity relations. 
6. Developing written board policies. 
7. ?.:ncouraging curricular irmovations. 
f. Maintaining school discipline. 
9. Developing competent school staff. 
10. Improving the quality of teaching. 
11. Keeping communi t;y informed of school programs and problems. 
Collective bargaining or professional negotiations, although a problem in 
any emplo~'er and employee relationship, was not selected as a major current 
issue for this study. Tho true purpoee and reEl objective of collective 
negotiations is to resolve legitimate differences over which conflicts arise. 
The surge of teacher militancy has not had as severe an impact on the school 
districts, administered by superintendents selected for this study, as it has 
on other districts, particularly those which are located in large cities. 
Teacher pressures on school boards for better working conditions in the cities 
and less affluent communities is probab~ far greater than such pressures exerted 
by teachers in middle class suburbs. 
The consensus of the superintendents who assisted in determining the 1118.jor 
issues selected for this study was that the initial "shock to1ave" of teacher 
militancy is beginning to subside. School boards and superintendents are 
recogni2ing that teacher unions and associations are here to stay. It appears 
that more school boards are taking the position that they will reciprocate in 
such a manner as to maintain harmonious relationships. Negotiations and teacher 
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organiz4tions are gradually beconttng a conventi~nal part of the superintendent's 
administrative concern. More and more superintendents are becoming active 
partners with their school board in the negotiation process. The strategy 
appears to be shifting from the school board's position of accepting the teacher 
organization as an adversary, to an acceptance of a f'undamental situation which 
spotlights the process through which problems will be resolved in a harmonioue 
way. 
Rather than to focus on the process of negotiations as a major issue, 
the emphasis was placed on selecting those issues over which conflict could 
arise. These major issues should represent common objectives and interests of 
both parties during the negotiation process. outcomes of the negotiation 
process can and do exert pressures on school finances, thus, creating a major 
issue or adequate f'unding, through tax revenue and referendums, to meet the 
budgets planned for operating the school district. But, research into the 
process of negotiations is beyond the scope of this study. 
'lhe second procedure 'Was the direct interview, through the use of a 
questionnaire, of twenty-five school superintendents to test the rortllllated 
hypotheses. The questionnaire contains three sections: section one collects 
certain background information on superintendent respondents; section two 
elicits the superintendent's priority choice of either goal selection or 
leadership style as a more important consideration in his administrative roleJ 
and, section three consists of a questiormaire which attempts to describe the 
superintendent's interaction with given groups and on selected major issues. 
Section three of the questionnaire has been adapted from Likert•s "Pro.file of 
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organizational Characterietics."LO Selected operational variables identifying 
leadership styles have been developed around the above listed issues and rela-
ted to the specific groups with which the superintendent experiences interaction. 
The operating characteristics contained in the questionnaire, re-structured for 
the purpose of summarizing data collected for this study, are identified by 
letter of alphabet as follo1vsi letter "a" - supportive behavior; letter "b" -
motivational forces; letter "c" - character of communication process; letter 
"d" _ interaction-influence; letter "e" - character of goal setting. 
The questionnaire was divided into five parts. Fach part addresses it-
self to one of the five i.11teraotion groups in this study. There are five 
questions in each part, and each question is structured around the interre-
lation between a selected operating characteristic, from Likert's "Profile 
of Organizational Characteristics," and one of the major, current issues. The 
superintendent's self-perception of the degree or intensity with which he exer-
cises the operating characteristic on the selected issue with the interaction 
group was measured on a Likert scale. The point value selected by the 
superintendent falls into one of the four dimensions of the scale. r.cach 
dimens:Lon represents one of Likert's leadership processes. 
Since financing school systems is of major import in maintaining the 
quail ty of instruction, those superintendents who hav~ at their disposal finan-
cial resources below the median level will undoubtedly experience more problems 
LORerisis Likert, The Human Organizations Its ManagE111ent and Value, 
pp. 196-211. 
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in administering to the needs of their school population. These problems pre-
sent a greater challenge to the superintendent's leadership ability. 
Assessed valuation for the entire Northern portion of suburban Cook County 
{Chicago excluded) ranges .from a high of $103,897 to a low of $10,620. '!be 
superintendents selected for this study admini.ster school districts with an 
assessed valuation per pupil ranging from a high of $40 1 000 to a lD'W of $10,620. 
The smallest district for this study ha& a student population of approximately 
siX hundred (6oo) in two attendance centers, and the largest has a student 
population of eleven thousand (11,000) in nineteen (19) attendance centers.41 
The school districts administered by superintendents selected for this 
study are located in suburban areas which have experienced rapid population 
growth due to the exodus of falllilies from Chicago proper. These districts 
contain the Northern Cook County suburbs, which have experienced the bilk of 
the housing starts within the last decade. The population is composed of 
middle class and upper middle class families. 
These school districts are experiencing rapid enrollment growth, while 
most of the schools in the districts above the median assessed valuation are 
located in long established comnun:ities with very little or no room for new 
residentj_al development. Moat of these districts have not as yet experienced 
the full impact of racial problems. 'Ibey are, however, experiencing increased 
41william P. Cote (Director of Research), "Suburban Cook County Cost end 
Financi.al Resources Report No. 2000," Research Report {Chicago: Educational 
Service Fegion of Cook County, Robert P. Hanrahan, Superintendent of Cook County 
Schools, June 30, 1969), pp. 1 - 5. 
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pressures from teacher groups, collltJllnity pressures for progressive curriculum 
0evelopnont and increased school facilities. 
The exploding population growth in these suburban districts has created 
many critical issues which are testing the superintendents' leadership capa-
bilitie::. Community demands for expanded and improved educational facilities 
have alEo created mounting problems of school finance. 'Ihe need for increased 
revenue to support school expansion programs through increased taxation con-
tinues tc generate strong resistance from propert.~ owners. It is interesting 
to note from the analysis of the data contained in the research report that 
nearly all the K-8 school districts whose assessed valuation per pupil is below 
the median figure fall into that group which is experiencing a shortage of 
school facilities due to expanding school enrollment. 
It is anticipated that the findings of this study will be beneficial to 
those superintendents who place a priority on leadei: ship style or goal-selecting 
in performing their administrative role in middle class suburban districts 
characterized by rapid school enrollment. 
IJ.mi tations and Delimi tat.ions 
A basic controversy may revolve around the question of goal selection 
versus leadership style orientation. In the extreme, some superintendents, in 
performing their administrative function, may be interested in setting and 
attaining certain goals regardless of concentration on intervening leadership 
style, and others may be interested in sophistication of leadership style 
regardless of goals or a~lication or style to goal attainment. As one super-
intendent expressed himself so aptly in this regard: "Why should I worry about 
t 
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goals; they have been set tor me; all I have to worry about is my interaction 
with other people, no matter who they are. " 
The problem revolves around a clear distinction, in actual operating 
terms, between the superintendent who subscribes to a leadership role definition 
and his colleagues who subscribe to a role in te?'lll8 or goals as priori ties. It 
was important during the interviews to make initial identif'ication of these two 
operating roles so that the interviewee was well aware of what role concepts 
were being presented to him for selection. 
Therefore, tor purposes or this study, leadership style was identified 
closely with "interaction styles" employed to translate others• educational 
desires and objectives. Goal setting was related to the superintendent's 
decisions to develop programs on what he thinks is needed to achieve the objec-
tive. 
The question or role definition can be a problem. New role definitions 
ot superintendents are appearing in the literature. Active, aggressive, passive, 
dynamic, militant, hardnosed and radical are just a tew. The main theme ot 
this study could become easily beclouded with emotional terminology, and for 
this reason, an effort was made to avoid these descriptive behaviors. 
Lf.."11. tations or the study are inherent in the interview method iteel.f'. 
"Many people are more willing to colllll'Wlicate orally than in writing, and, 
therefore, wi 11 provide data more readi 1y and fully in an interview than on a 
QUestionnaire. 1142 Ey observing the respondents• incidental comments, facial 
42Deobold B. VanDalen, Understanding &iucational Research (New Yorkt 
McGraw Hill Book Company, 1966), p. 306. 
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and bodily expressions, inflections and tone ot voice, the interviewer was able 
to capture information that would not be conveyed in written replies. 
The interview was structured, since this type of interview is more 
scientific in nature than unstructured ones. To keep the interview from getting 
bogged down, at times other lead questions were introduced in order to clarify 
questions on the questionna:l.re and to crystalize responses. Ill.scussions 
between the interviewer and the respondent provided a friendly climate which 
appeared to elicit an expression ot the respondents• thoughts more freely. 
A 1Urther limitation of the study concerns the many variables expressed 
in terms of operating characteristics, leadership processes and interaction 
groups. It is difficult to extract and control true reactions to issues on 
which a person interacts with another person or group and in a given situation, 
particular1Y because these reactions are elicited rrom respondents• internalized 
self-perceptions. Obtaining a true measurement or responses to the inter-
relationships of these variables, in terms or leadership processes, is dependent 
on the respondent•s mental attitude at a given time. Responses may be 
influenced by other non-related circumstances which may interfere with the 
elements of a situation about which the respondent is being questioned. His 
attention may be diverted from the issue at hand. Because so many variables 
enter into the leadership processes, it was important to delimit the number or 
operational variables and to state each one in terms of a unique operational 
criterion so that all variables could be distinguished terminologically. It 
vas important for this study to elicit true responses on the scales so that 
eu111111ary measures could be constructed to obtain a comparison between the two 
groups. 
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Administrative studies and studies on aspects of the administrator's 
behavioral process are very difficult to carry out credibly and "they are always 
8 credit to the person who tries to do them.n43 The problem in these types of 
studies is to choose the variables which are to be manipulated and to determine 
the effect of the manipulation. Limitations on the dependent and independent 
variables had to be imposed in order to establish key parameters which would 
permit a controllable process to collect data, design data collection and 
summarize data to test the hypotheses. For this reason only five of Li.kert•s 
seven operating characteristics were selected and only one process was used for 
each characteristic. The two operating characteristics excluded from the 
variables in this study are the decision making processes and the control pro-
cess. These two subjects would require far more extensive research than is 
within the scope or this dissertation. Therefore, independent variables which 
enter into the leadership process were delimited to leadership style and goal 
orientation. Dependent variables, used to quantify leadership styles for 
various interaction groups, were delimited to: (1) supportive behavior, (2) 
motivational forces, (3) communication process, (4) interaction-influence 
processes, and (5) goal setting process. 
'!ht study is delimited to public school superintendents in Northern Cook 
County districts, whose assessed valuation per pupil is below the assessed 
valuation per pupil for all districts in that portion or Cook County. Another 
43chicago Police Department, Operations Research Task Force, Allocation 
~~sourcee in the Chicago Police Department, conducted under office or LBW 
urceinent ilrant #159, Vol. II (Chicago: Chicago Police Department, November, 
1969), p. 8. 
37 
delimiting factor of this study, which happens to be by fact rather than by 
design, is that all districts, administered by superintendents included in this 
study, are of K-8 grade designation, and do not include high-echool or colTllllWll.ty 
unit school districts. All districts below the median for the fifty-one (51) 
districts located in the Northern portion of Cook County have this one cotlll'lon 
characteristic. The study is further deliud.ted by the fact that it is confined 
to suburban schools in the Chicago Metropolitan area, and within a radius not 
exceeding 2$ miles from Chicago proper. 
CHAPTER II 
REVIEW OF RELATED LITERATURE 
A number of dissertations have been written on the subject of leadership 
roles of superintendents and principals, but nearly all of them investigated 
relationships between role expectations and behaviors of school superintendents. 
some studies were conducted on the relationship between a selected variable of 
the leadership process and its effect on the administrator's relation with some 
reference groups, such as, confidence and its effect on school board's esteem 
for the chief administrator. Other dissertations were written on leadership 
behavior and its effects on morale, attitudes, and actual expectations of 
selected reference groups. All but one of the dissertations 11r1ere directly 
related to the field of education. The one not related specifically to the 
field of education was a doctoral dissertation from a graduate school of 
business. This study investigated leadership in formal organizations 11r1ithout 
suggesting specific application of findings sole~ to business and industry. 
The author concluded that his research findings were applicable to any formal 
organization. Implications were that the school as a formal organization was 
subject to the same leadership principles. 
Kendrith M. Rowland1 investigated a number of determinants of effective 
leadership in formal organizations. He u~ed the theoretical frameliork provided 
1 
( Kendri th M. Rowland, "Selected Determinants of Effective Leadership" 
1Unp66ublished D.B.A. dissertation, Indiana University, Graduate School of Business, 9 ) • 
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in the work of Bernard Bass (1960) for the investigation which led to the 
eelection and development of the determinants. 
The author stated that despite the elaborate programs that have been 
established for selecting, training and developing effective leaders, there is 
little to suggest what an effective leader is, how to identify him, and what 
might be done to increase his effectiveness. Many of the generalizations in an 
emerging theory of leadership are still unsettled. Further clarifications are 
required of oversimplified assertions and of the meaning and measurement of the 
integral social-psychological constructs. 
Within this general perspective, the study attempted tot (1) test a 
number of hypotheses concerning the determinants of effective leadership; (2) 
broaden the base of leadership research through the introduction of a new com-
bination of determinant variables; (3) increase objectivity and precision in 
the measurement of the determinant variables through the use of standardized 
and experimental instruments; (4) extend the validation of the measurement 
inetrumants; and (5) suggest the applicability of research findings to the 
selection, training and development of effective leaders in formal organizations. 
The study falls within the realm of the situationist-trait approach because 
it investigates leader behaviors, which occur in the process of leader inter-
action in the organization, and leader characteristics. These leader behaviors 
and characteristics are treated as the determinants of effective leadership and 
include: (1) the leader's consideration of work group members; (2) influence 
of the leader on superiors; (3) social sensitivity of the leader to the need-
~ant and behavior cues of work group members; (4) the leader's intelligence; 
&ncl (5) other personality characteristics, such as, manifest needs and life 
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history experiences. Intragroup variables are omitted from the investigation. 
The criterion measures are derived from Bass' definition of effective leadership 
and are identified as: (1) work group task performance, and (2) work group 
satisfaction. 
Hypotheses, generated from a reView of prior research, were formulated 
for testing the. interrelationships among and between the determinants and 
criterion measures. Positive relationships were hypothesized between: (1) 
certain determinant variables, such as, (a) leader intelligence and influence, 
and (b) social sensitivity and consideration; (2) certain determinant variables 
and the criterion measures, such as, (a) leader consideration and influence and 
work group satisfactions, and (b) leader influence and work group performance; 
and (3) the criterion measures. 
'!he subjects of this study were fifty-eight (58) first-line supervisors 
and their six-hundred and seventy three subordinates assigned to two departments 
of a naval communication depot in southern Indiana. The Leadership Opinion 
Questionnaire, the Purdue Adaptability Test, and a mocified version of the Role 
Construct Fepertory Test were among the measurement instruments used for the 
determinant variables. The criterion measures of work group satisfaction and 
work group performance were quantified, respectively, through a semantic 
differential and ratings by superiors. Collected data were submitted to a 
multiple correlation analysis. 
Findings showed that leader variables which tend to be related to cri-
terion measures also tend to be related to each other. In combination, these 
Variables provide a preliminary description or model of an effective leader in 
the two departments studied. Among the leader variables are consideration (as 
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perceived by subordinates), upward influence, intelligence, and the needs for 
exhibition and aggression. 
There was very little or no positive relationship among and betlieen a 
number of the determinant (leader) variables and criterion measures. 'Ibis 
suggests: (1) the danger of generalizing on the basis or untested hypotheses, 
and (2) accepting the nominal definitions or social-psychological constructs 
which have little or no empirical significance. 
In another study, Jack Ilte Nance2 investigated the community and educa-
tional leadership roles of school superintendents and senior high school 
principals as perceived by themselves and other influential persons in selected 
communities or Oklahoma. 
The eight selected communities were similar in size of population, level 
of income, education, and type of municipal government. Perceotions and role 
expectancies held by Formal Status Leaders and Informal Influential Leaders, 
about the school superintendent and principals in their respective communities, 
were obtained by utilizing the questionnaire-interview technique. Collected 
data were analyzed and the results of the analyeis provided the information for 
the summary statements listed below: 
1. 'lbere was a close relationship between the past behavior of school 
administrators and a community's role expectations for school superintendents 
and principals. 
2. '!he ineffective role of the principal in describing school needs to 
the people of the various communities was probably due to the insistence of 
2 Jack Lee Nance, "A Study of the Leadership Role of the Superintendent 
anc High School Principal Within Selected Communities of Oklahoma" (unpublished 
Ph.D. dissertation, University of Oklahoma, 1965). 
42 
superintendents and school board members that the portrayal of these needs was 
almost the sole responsibility of the chief administrator. 
3. It seems unlikely that the level of. educational leadership in com-
munity affairs will improve until such time that school board members develop 
8 different set of role expectancies for the superintendent and principal. 
L. The communities received nuch less leadership in community affairs 
from school administrators than the community leaders expected. 
5. 'Ihe failure of principals to assume a leadership role in community 
affairs apparently reflected the attitude of the superintendent. 
6. Administrator failure to correctly estimate community attitudes has 
probably contributed to administrator reluctance to provide the needed purpose-
f\11 leadership. 
7. Superintendents and principals who had the highest status appeared to 
be those ~hose behaVior was closest to that expected by community leaders. 
The author recommence that school administrators at all levels should 
consider it their major educational leadership responsibilit~' to raise the level 
of expectation anc perceptions held by school board members with regard to the 
administrative role of the superintendent and principals. 
In a third study, Herman Bowman3 examined how the leader behavior patterns 
of chief school officers, as perceived by a selected group of elementary and 
secondary public school principals, related to self-perceived degrees of 
3tlerme.n James Bowman, "Perceived Leader Behavior Patterns and Their 
Relationships to Self-Perceived Variables - Responsibility, Authority and 
Delegation" (unpublished Erl.D. dissertation, State Universit31 of New York, l96L). 
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responsibility, authority and delegation. 
The Leader Behavior Description Questionnaire and the FAD (Responsibility-
Authority-Delegation) Scales were used to obtain data for this study. The 
former instruments were used to measure "initiating structure" and "considera-
tion" behaviors which chief schocl officers were perceived to exh:'-bit. The RAD 
Scales were used to measure eelf-perceived degrees of "responsibili tJ;" 
"authori tyJ' and "delegation of authority." 
Instruments were sent to selected elementary and secondary school 
principals in Western New York. !Alta from 100 respondents were included in the 
analysis. 
A major theorem was developed predicating relationships between leader 
behaviors perceived to emphasize degrees of responsibility, authority, and 
delegation. The hypotheses derived from the major theorem were analyzed by 
applying the t test to differences between means of scores from the RAD Scales 
!or groups of principals who rated chief school officers higher and lower in 
dimensions, total scores, and differences between dimensions on the Leader 
Behavior Description Questionnaires. Variables used in the study were also 
intercorrelated and some differences among respondents were analyied. 
The transactional perceptual theory was used to provide the buttressing 
rationale for this study. The theory states that perceptions are based on 
assumptions; assumptions are weighted averages of past experiences in dealing 
~ith impingements from the environment; assumptions combine to form one's 
" assumptive world." It was believed that the "assumptive world" of a principal 
regarding degrees of responsibility, authority, and delegation would be related 
to perceived patterns of leader behavior. 
Findings and conclusions in~icate that the transactional perceotual theory 
·----
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15 in accord with the outcome of this study. It was found that: 
1. Principals who rated chief school officers higher in consideration 
behavior perceived themselves as exercising significantly higher degrees or 
responsibility, authority, and delegation than did principals who rated chief 
school officers lower in consideration behavior. 
2. Principals who rated chief school officers higher in total scores on 
the Leadership Behavior Description Cuestionnaires perceived themselves as exer-
cising significantly higher degrees of authority (but not responsibility and 
delegation) than did principals who rated chief school officers lower in total 
scores. 
3. Principals who rated chief school officers showing greater differences 
favoring consideration behavior perceived themselves as exercising significantly 
higher degrees of responsibility, authority, and delegation than did principals 
who rated chief school officers showing greater differences favoring initiating 
structure behavior. 
4. There was found to be no significant difference in responsibility, 
authority and delegation among respondents when elementary and secondary school 
principals and principals directly and indirectly resoonsible to chief school 
officers were analyzed. 
5. Intercorrelation of variables revealed the following: 
a. Principals tended to rate chief school officers alike in both 
initiating structure and consideration behaviors. 
b. Scores for consideration were related to scores for resrons1bility, 
authority, and delegation, ~hile initiating structure scores showed 
little or no relationship to these variables. 
I' 
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c. Total scores were related to scores for responsibility and authority, 
but not to delegation. 
c. Scores for responsibility, authority and dr.legation were found to be 
related to each other. 
e. Scores for responsibility, authority and delegation were consistently 
higher in consideration than initiating structure behavior, 
particularly, when total scores were higher. 
In summary, it was found that certain patterns or perceived leader be-
haviors related to principals' self-perceived degrees of responsibility, 
authority and delegation. 
James Hanlon4 analyzed the authority-power dimension of administration. 
'lbe study was conducted in three parts. Definitions of the terms "authority" 
and ''power" were developed, and their relationship was explained in Part One. 
In Part 'Tllo, the current construct employed to describe the use of authority 
and power in administration was examined and a new construct was built in terms 
of administrator behavior. This construct was teetec for possible usefulness in 
Part Three. 
A review of the literature on administration showed that many writers 
found it difficult to deal adequately with the use of authority and power in 
administration. Furthermore, the definitions used by these writers differed 
significantly. Subsequent investigation in the fields of administration and 
political science revealed two distinct schools of thought as to the nature of 
4James Mortimer Hanlon, "An Analys1s of Authority and Power in Admin-
istration" (unpublished Ed.D. dissertation, University of Ibffalo, 1961). 
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authority and power and their relationship. 
Validity of these schools of thought was tested by the use of Aristotelian 
logic, and in particular, the ontological notion of genus and species. It was 
found that neither authority nor power was the genus term for the other, but 
that both lVere species of another term, "subordinatio~' Metaphysical, proper 
and causal definitions were established, and the relationship between the two 
was derived from their causal definitions. 
The literature also revealed that the construct of "democratic-autocratic 
administration" was the currently used description of the use of authority and 
power in administration. By analogy, the idea of "democracy''was brought by 
that methoc from the field of political science into the field of administration. 
Most writers lVere clear in their praise of democratic administration, and some 
rejected the analogy on the basis of definitions only. A review of the 
literature by this author, as evidenced by referenced material in Chapter One, 
supports this obeervation. 
This analogy was tested in Part Two. Using the definitions of authority 
and power which the author established in Part One, a definition of democracy, 
showing three distinct relationships, was developed. The analogy was tested in 
terms of these three relationships, by its application to business and education 
as fields for administration. Not one of these relationships was found in 
business anc educational administration. The analogy of "democratic administra-
ti.on" was therefore rejected as improbable. 
To replace the democratic-autocratic construct, a new construct was built 
in terms of administrator behavior in the authority-power dimension. Descriptions 
of behavior were drawn and a model was constructed in terms of the placement of 
r 
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authority and power, sanctions employed, and the arrangement of responsibility 
for the decision-making process. Three styles of behavior were established --
authoritative, consultative and participative. 
The construct was tested for possible usefulness in three ways. In a 
Critical Incident Study wherein teachers described effective and ineffective 
behavior by their principals, a panel found all of the effective and 97.5 percent 
of the ineffective incidents classificable by the construct. In the second 
test, the null-hypothesis of no difference in proportion was rejected at the .01 
level of confidence, indicating usefulness of the construct as a tool in the 
study of administrative phenomena, particularly in the areas of principal-
teacher relations, principal-other relations, and teacher-other relations. The 
final test found that the construct was a fruitful source of testable hypotheses 
when used in combination with other theories and constructs in administration. 
Raymond Pietak5 investigated the relationship between the esteem ascribed 
by school board members to their chief school officers and school board members' 
confidence in the leadership of their chief school officers. Although Pietak's 
study is only somewhat related to this dissertation, it is worthy of mention 
because the study is an example of how an investigation can be conducted on one 
of the many variables inherent in the leadership process. In Likert's system, 
the degree of confidence is an operating process and can be measured in relation-
ship to the issue and the interaction group. All these variables combined 
make up the operating characteristics. The other feature of importance in this 
5Raymond Adam Pietak, "A Study of the Relationship of Confidence in 
Leadership and Esteem in a Public School Setting," (unpublished Ed.D. disser-
tation, State University of New York at Buffalo, 1966). 
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study was the method and procedure used to conduct the investlgation. 
A random sample of thirty school districts 1'as draltm frcm the popu-
lation of 112 public school districts in r'estern New York. Seventy-seven per-
cent of the school board members of the thirty school districts actual~· 
completed and returned their questionnaires, for a total of one-hundred a.nd 
forty-eight (148) responses. 
Three instruments were used in the study. The first instru~ent con-
sisting of thirty-six (J6) specific items to which board members were asked to 
responc, was the Confidence-In-LeadersMp Scale. It was based on a rationale 
which could be described as a two way grid on which one axis represented levels 
of generality of administrative action and the other a.xis represented specific 
administrative task areas. Responses to the items on the instrument were 
recorded on a six position scale ranging from "almost alwaye feel confident" 
to "almost never feel confident." The responses were identified and quantified. 
Tile second instrument, consisting of scale items composed of adjectival 
pairs, was the Professional Esteem Instrument. The adjectival pairs were 
presented to the board member respondents in the form of semantic differential 
scale items. 
The third instrument was the Social Acquaintance Esteem Instrument which 
was similar to the Professional Esteem Instrument, except that tho instructions 
to the board member respondents were worded in such a fashion as to create a 
mind set in terms of the social acquaintance concept. 
The statistical treatment consisted of the computation of Pearson Product 
Moment Correlations between the Confidence-In-Leadership Instrument and the 
Professional and Social Acquaintance Est~em Instruments. For the first 
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h,·potheE:i ~ ·-- that the confidence school board members had in the leadership of 
.. 
their chief school officer varied directcy as a function of the professional 
esteem they ascribed to him -- the PPMC of • 70 \oias significant at the 1% level 
of confidence. Holiever, the second hypothesis -- 'Which stated that the 
confidence ~chool board members had in the leadership of their chief school 
officers varied independently of the social acquaintance esteem they ascribed 
them -- was rejected. The high correlation of .64 indicated that in this 
study at least, the t~o variables were not independent. 
This study has shown that, at least on one dimension of administrative 
behavior, administrators nust be doubly conscious of their relationships with 
subordinate, peer, and superordinate groups. Their efforts to secure esteem 
from these groups by a wise management of all the situational factors must be 
considered to be of prime relevance. Administrators must meticulously evaluate 
all the factors impinging on a decision, especially when it may have wide 
ramifications for their followers in terms of rewards eventually acquired. 
Nearly all contemporary literature on educational administration stresses 
the importance of the leadership function with which school administrators are 
legally and idealistically charged. Floyd Emanual Heinbuch 6 investigated the 
leadership methods employed by a state department of education while fulfilling 
that f\lnction. Although the focus of the study was on the interaction between 
one selected reference group and district superintendents, there is some 
6Floyd Emanual Heinbuch, "Analysis of Some State Department of Education 
Leadership FUnctionf '' (unpublished Ph.D. dissertation, University of Texas, 
1967). 
, 
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sir.i lsri ty r.etr;een the inr.trument and the behavior descriptions used to record 
perceptions of leadership in that stud)·, and the questionnaire and the 
operational leadership processes employed by this author to gather data for his 
study. 
The inftrument used by Heinbuch contained cescriptions of nine incidents 
chosen from areas in "1hich school district superintendents (clients) and state 
department of education sta.ff members (consultants) have frequent interaction. 
Belo'W each incident were listed four behavior descriptions that a state depart-
ment staff member might follow in the situation. These four descriptions 
conceptualized leadership as influence being exerted within one of these four 
categories. Leadership influence could be exerted by: (1) persuasion, (2) 
legitimate authority, (3) manipulation, and (4) a coercion type of influencing 
behavior. The instrument was administered to superintendents and state 
department of education professional staff members in Texas and Alaska. 
The following hypotheses were formulated for investigation in the above 
study: 
1. There would be differences iri superintendents• and state de'Partment 
of education staff members• perceptions of methods and influence used 
in both states. 
2. 'lhere woulc likewise be differences between states in the perceptions 
of leadership methods employed. 
Differences in perceptions of met.hods and influence used in both states 
'Were upheld by the findings. Superintendents ascribed more manipulative and 
coercive behavior to state departments of education staff members than di.d the 
staff members themselves. Thus, the first hypothesis was accepted. 
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An investigation of the second hypothesis indicated that the Texas super-
intendents ascribed fewer manipulative and coercive leadership methods to their 
state department of education than Alaskan superintendents did to theirs. 
persuasion was perceived to be the method of influencing most frequently used. 
Both groups indicated this to be the most effective method and coercion the 
least effective. The legitimate authority method of leading was ranked second 
most effective, and manipulative was ranked third. 
The major conclusion of this study was that leadership methods of state 
department of education staff members are perceived differently by superinten-
dents upon whom this influence is directed than by state department of education 
staff members who exert this leadership. Fole conflict provides a conceptual 
frameliork for explaining this difference. 
The present study differs greatly from the other studies in that a 
comparison of self-perceived leadership processes of superintendf'?lts will be 
made between those who select goal-setting as the primary aim of administration 
and those who choose leadership style as more important in their role as super-
intendents. Self-perceived leadership processes will be examined in the super-
intendent's interaction with five interaction groups. The greatest difference 
between this study and other etudies is that many variables of self-perceived 
leadership nrocesses wi 11 be assembled in quantified form into composite 
profiles. From these profiles, it will be determined how superintendents 
Perceive their leadership style in general, with specific groups and on 
particular issues. Differences in leadership styles between the goal setters 
and leadership style E>electors wi 11 be analyzec:l. 
None of the revielled studies w~Ge any attempt to investigate the 
> 
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differences in self-perceived leadership processes between Euperintendents who 
plsce priority on goal selection and those who are more concerned with exer-
cising a leadership style. Rowland investigated the determinants of effective 
leadership in formal organi2atione; Nance investigated the cifferences between 
leadership role perceptions of superintendents and principals and how influen-
tial people in the community viewed them as leaders; Bowman studied the rela-
tionship between the degree of principals' self-perceived exercise of respon-
sibility, authority and delegation and the rating which they ascribed to their 
chief school officers• leadership behavior; Hanlon attempted to develop a new 
leadership behavior construct in terms of adminisirator behavior in the 
authority-power dimension which establishes the authoritative, consultative and 
participative styles of behavior. Pietak studied only one variable of the 
leadership process, namely, the degree of confidence or school board members in 
the leadership of their superintendents. He concluded a relationship between 
the degree of confidence and amount of esteem ascribed to the superintendent. 
Heinbuch's study investigated the leadership methoc employed in different 
situations involving the interaction between superintendents and the state 
department of education. staff members. However, there is no indication that he 
attempted to define the operational leadership processes which ~ould relate to 
the specific behavior descriptions. 
The present study also differs from the other studies in that it en-
compasses interrelationships among key variables of the leadership processes 
gleaned from the modified systems model of Rensis Likert. '!he four systems or 
leadership processes, identified by the related self-perceived behavior 
descriptions exhibited or elicited under certain situations and in the inter-
action with five reference gr011ps, are the causal variables. The causal 
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variable or the type of leadership process will produce an intervening variable, 
such as, less esteem or more esteem, less group loyalty or greater group 
loyalty, which in turn has an influence upon the end-result variables. Lower 
or higher quality of education, little or great community participation in 
school matters, lo~ or high degree of cooperation by parents and lower or higher 
quality of professional staff members are examples of end-result variables. 
Although it is not within the scope of this study to investigate the 
end-res~lt variables of the particular leadership processes employed by goal 
oriented superintendents and leadership style practitioners, it is important to 
point out the systematic loop through which the complex interrelationships among 
all these variables can operate. 
Of the studies reViewed, Hanlon•s and Heinbuch•s approaches to the study 
of leadership behavior are similar to the one used by this author. However, 
the scope of this study is more expansive; issues have been introduced; more 
interaction groups are included; a greater number of operating variables are 
used. An attempt has been made to combine all the variables in a quantified 
manner on graphic profile sheets which present in some detail the characteristics 
of the categorical self-perceived leadership processes in relation to Likert•s 
5ystem 1 to System 4 continuum. 
> 
CHAPTER III 
HISTORICAL PERSPECTIVE OF Al)1INISTP.ATIVE 
ORGANIZATION AND LEADERSHIP 
Theories of Administrative Organization 
The subject matter of administrative organization theory is of consider-
able interest to a trtide range of people in our society today - on the one hand, 
to administrators and executives in business, government and education; on the 
other hand, to economists, political scientists, social psychologists, and so-
ciologists. The application of theoriee by practitioners from various fields 
and specific theories of administrative organization, as vielrted through the se-
lective perceptions of the above disciplines, present a complex web of thoughts 
which are difficult to set down into a simple linear sequence of words. The 
area of focue on the elements and depth of consideration of organization theo-
ries nuet be defined, otherwise the treatment of the theories can become un-
wieldly. The discussions in this chapter will be focused on the broad concepts 
of organizational theories, in summary form, rather than on detailed eets of 
phenomena inherent in specifically selected theories. 
Even with this approach, in its broad scope, some categorie5 of subject 
treatment must be established. The first feature of this concept is that dis-
cuseione will not focus on the organization structure of the school district. 
Structures are subsumed to organizational theories. To break into discussions 
of this second level would obviate the intent of this cha-pter. Secondly, and as 
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~as stated in Chapter I, there is more that is common than different about the 
varieties of administration. Organizational structures will var~, but the 
essence of theories of administrative organization is applicable to many, if 
not all, organizational structures. 
Each organization must have a leader to be an effective organization. 
The superintendent is the chief school officer and leader of a school district. 
isadership processes and goal setting are functions of a leader in an adminis-
trative role and these cut across all types of administrative functions, includ-
ing those of educational administration. Therefore, the review of theories and 
concepts of administrative organization will include both those originating in 
the field of public administration and administration in the private sector. 
In practice, theories from these two fields overlap in the area of educational 
administration. 
Ear1y E.ducational Administration 
Almost as soon as schools were established in the northeastern colonies, 
the selectmen of the towns were directed by the General Courts to secure 
teachers of certain religions and moral qualities. Nothing was said of 
inspection, eupervisi~n and administration of schools. Administrative organiza-
tion did not have a form. Settlers came to find gold, not to make homes, and 
it was not until repeated disappointment in the former quest had thoroughly 
disheartened them that they were willing to accept the serious task of settling 
down in community style living. 
For the first ten years of the settlement there is no evidence of schools. 
The first effcrts to establish a school in the new colonies occurred in 1616 
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~hen the Virginia Company contributed one-hundred pouncs for a house and several 
bookf toward a library. Sir Edwin Sandye, the Treasurer of the Company, was 
back of this educational movement. The city of London sent one-hundred 
children to the colony, together lVi th private donations amounting to five-
hundred pouncs, to aid in their maintenance until they could be self-supporting. 
The Virginia Company issued the first statement on educational policy in the 
colonial settlement: 
• • • that all these children should be educated and brought up in some 
good trade or profession, so that they might gain their livelihoocl by the 
time they were twenty-one years old, or by the time they had served their 
seven years• apprenticeship.l 
Untutored savages and children were to be the students and the words lacked en-
tirely their modern meaning. Thue the first school in this country was estab-
lished in the Virginia colony. AB settlements grf!'W other colonies followed 
similar patterns in establishing their first schools. 
In 1621 a Dr. Copeland collected from paseengere on one of the ships or 
the East India Company seventy pounds to be used in building a church or school 
in Virginia. A court appointed committee decided that the school wae more needed 
and the money was applied to building the school. Bit, it was resolved that the 
"free school" would be erected "for the education of children and grouncing of 
2 
them in the principles of religion, civility of life, and humane learning." 
York: 
1Edwin Grant Dexter, A History of F.ducation in the United States (New 
Macmillan Company, 1922), pp. l - J. 
2 Ibid., p. L. 
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The Dutch Schools in the N~ Netherlands had similar beginnings. Usually 
~hen reference to a school is found in the records, it is to be the official 
public school. From the first organization of schools in New Amsterdam, till 
1808, when a special board of trustees was appointed, the management and 
supervision of this school was in the hands of the deacons. No private teacher 
could follow his calling without a license from civil and ecclasiastical 
authorities. 
Dorchester was the site of the first school in the New England Colonies. 
In 1645 the town appointed a committee of three "wardens or overseers of the 
school." These men, residents of Dorchester, were to hold office for life un-
less for a ''weighty" reason they were to be removed. This first school committee 
appointed by any municipality in this country put the schools in touch with the 
town 11~eeting, and no doubt laid the foundation of our present district school 
board. At that time the clergy were the acknowledged educational leaders. The 
focus of this movement was more on the religious than the academic aspects of 
education) 
The beginnings of public responsibility for inspection took place in 1709, 
in Boston, where the first committees were appointed to visit and inspect the 
plant and equipment and to examine pupil achievement. Later these committees 
criticized and adVised teachers concerning their teaching and teaching methods. 
Betloleen 171.L and 1719 both ministers and selectmen served on these committees. 
From about 1721 other citizens from the community were invited to join the 
committees. 
3Ibid., pp. 12 - 56. 
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supervisory or administrative duties were not allocated to principals or 
!Uperintendents until comparatively modern times. The superintendent of schools 
appeared on the educational scene in the second quarter of the nineteenth 
century. Boards became jealous of the superintendent because he assumed 
responsibility over the administrative and sunervisory functions which were 
previously vested with board members. Supervision and administration were used 
interchangeably, with more frequent reference being made to the word 
"supervision • ..4 
From i te earliest beginnings the term "supervision" or "administration" 
in the field of education has carried with it authoritarian, inspective, and, 
in general, unpleasant connotations.5 The first mocern statement and concept 
on administrative organization, under the la.bel of "supervision:' was presented 
by furton in 1922. His theory proposed an organization properly administered to 
provide (1) the improvement of teaching, (2) the improvement of teachers in ser-
vice, (3) the selection and organization of subject matter, (4) testing and 
6 
measuring, and (5) the rating of teachers. 
In the light of present knowledge this definition does not distinguish 
critically between major and minor functions. There is still the persistence of 
the earliest ideas of supervision, namely that it is concerned rather directly 
4A. s. Barr, Wm. H. Burton snd Leo ,T. Brueckner, Supervision (New York: 
Appleton - Century - Crofts, Inc., 1947), pp. 3 - 5. 
5Kimbal Wiles, ~upervision for Better Schools (Englewood Cliffs, N.J., 
Prentice Hall, 1955), p. VII. 
6F.arr, airton, Brueckner, Supervision, p. S. 
1111----
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lii th improving the work of the teacher. No fine distinctions are drawn between 
administrative, supervisory, and leadership functions. 
The history of American school administration is a story of unification 
and standardization: of progress from the chaotic conditions under which each 
little hamlet was doing just about what it pleased with its schools, without 
any intervention or hindrance from anyone outside the community, or adequate 
supervision by any within it, to conditions under which it is fully recop,nized 
that schools must be maintained through appointed responsible officials, 
competent in administering the organization which evolved for the purpose of 
meeting the educational needs of the pupil. The evolution has been from a state 
of decentralization bordering on anarchy, to one in which there is at least a 
sufficient degree of centralized power. In this movement toward uniformity 
various units of organization, and therefore of administration, have been .set 
up. These uni ts of administration are on the dietrict, city or to"Wn, county 
and state levels. 
Political ~cience and Public Administration 
'Ihe field of school adll'linistration is relativel~ new as a special realm 
of study, though the practice is almoBt as old as civilization. The term is 
roughly synonymous with that of management. Besides referring to the process or 
activity of managing people and materials, the term is regularly used to desig-
nate the person or persons, the officials, in charge of the activity. The con-
fines within which these activities are conducted is the organization in it~ 
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formal or informal aspects. 7 Administration attainec importance in government 
and business long before it did in education. It first came to light in the 
field of political science and in the engineering activities of states. The 
politic al scientist distinguished one behavior from another through "abstractive 
differentiation." Certain behaviors were abstracted from the mass, isolated for 
close and continuing study, and these constitute the subject matter of a field. 
Special fields were constructed through a process of "selective perception" 
and these fields undergo constant reconsideration as organizational functions 
are changed or modified. 
To the poll tical scientist administration is a major poll ti.cal process. 
Organizational theory is a problem in poll tic al strategy. Public administration 
finds its chief satisfactiun in providing a way of looking at government and all 
of i t5 institutions and agencies. 8 Waldo defined public administration as "the 
art and science as applied to affairs of state." He also refers to administra-
tion as "cooperative human action marked by a high degree of rationali ty. 119 
The traditional conflict has concerned itself over the issue of whether public 
administration is an art or a science. 'lhe scope of public administration is 
eo broad and the disagreements ae to content are so numerous that it is difficult 
7 Jesse B. Sears, The Nature of the Administrative Process (New York: 
McGraw Hi 11 Book Company ,~ 1950) , p. 4. 
~rt.in Landau, "The Concept of .Decision Making :in the 'Field' of Public 
Administration;' from Concepts and Issues in Administrative Behavi?.!> ed. by 
i1
6
dney Mailick ..Jid Edward H. Van Ness (Englewood cli£1s, N.J.: Prentice-Hall, 
9 2), pp. 1 - 28. 
9IMight Waldo, The Study of Public Administration (New York: Random 
House, 1967), p. 2. 
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to extract a clP,,.'tr a~d concise thoory of administrativP organization applicable 
to the administrative role of a superintendent, and less yet, to arrive at a 
de.fini ti on of public administration for the superintendent's posi ti.on. For this 
reason probably educational administration did not attempt to look toward the 
political scientist for a thoory of administrative organization or administration 
in its pure form. 
Tht> definitions and elements of' the administrative process ns proposed by 
Landau, C't1llick, ~"aldo 1 Pfi.ttner, Harrell s.nd '!:!'eiford, ApplebylO and Simon were 
examined by this author in order to synthesise their concepts or public admin-
istration into an eclectic definition which could provide a basis for a theory 
of administrative organization applicable to educational administration. 
lOv..artin Landau, op. cit., His pos! tion on the issue suggests that there 
are an immeasurable number of definitions because there is an immeasurable number 
of 11 fields" ••• because fields are constantly undergoing change. 
Luther H. Gullick, "Notes on the Theory of Organization," in Luther Gullick 
and L. Urwick, editors, Papers on the Science of Administration (New Yorka 
Institute of ?ublic Administration, l937), PP• l - Lo. ''PUbllc Administration 
has to do with getting things done; with the accomplishment of de.fined objectives." 
Dwight ~4lldo1 op. cit. Tinphasis is on the organization of men and material. 
Jom Pfif.ther and Frank Sherwood, 11 0rganizations as overlays," from Con-
and Issues in Adrninistrntive Behavior PP• 373 - 379. .;'\dmi.nistratiori"'re 
t e coo ation of col ec ve efforts to mplement public policy through 
processes of the sociometric network, system of .functional contacts, grid of 
decision-making centers, pattern of power, and channels of communication. 
c. 1,. Ha.?Tell and D. G. i eiford, fl The Manager and the Policy Process," 
Public Administration Review, XIX1 No. 1011 (Spring, 1959)1 PP• 101 - 107. AuthOrs stress politics as the nmv concept of administration. Administrative 
off'icials and their staff are inescapably a part of the total process of govem-
mcnt which includes the determination of policy. 
P. H. ltppleby's views on p'..l.blic administrative responsibility are de-
ser1'Jed by Rowland Egger in "Responsibility in Administrations An "Xploratory 
i:"ssay," ed. by Roscoe Martin, Public Administration and Democracz (New York: 
McGraw Hlll, 1962)1 PP• 299 - 329. riTfie ulilmate sanction of administrative 
responsibility is politics; th~ imm0diate sanction is administrative hierarchy ••• 
with a matrix or abundantly diverse and catholic values and influ£).noes for the 
d!'lCisi.ons of a pluralistic society." 
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The various definittons anc' theories suggest a gamut of concepts which 
political scientists attempt to include as principal ingredients of public ad-
ministration. An analysis of the theories and their elements reveals Puch ter-
minology as the ''1'ield," "category of analysis," political process, political 
strattlf;J, decision-making, administering the law, the "'What" and ''how" of 
government, technical knowledge of a field and techniques of management, 
organization, direction, control, and coordination; behavior in organizations, 
an art, a science, the art and science of management, cooperative rational tuman 
action, and public policies. It ~oulc be difficult to negate any one of the 
above elements from a theory of administrative organization, although disagree-
ments on some of the elements clo exist. Simon11 focuses on bio important clues 
~hich, in his scheme, are the heart of administration. 
Simon urged the possibility and desirability of a scientific field focusin~ 
upon behavior in organization. He stated that public administration must range 
as far as its problems take it. He tried to separate fact anc:l value in decision 
making. In Simon's scheme the decision making process and formulation of public 
policy constitute the heart of the administrative process. 
The superintendent is a public administrator, so there is relevance of the 
theory of public administration to the administrative role of the superintendent. 
If decision making in the formulation anr. execution cf public policy is the core 
of public administration, one may question \!Jhether thie process is an art or s 
------
11Herbert A. Simon, "The Proverbs of Administration:' in Public Adminis-
1ration, ed. by Robert Golembie-.ski, Frank Gibson anci Geof.frey Y. Cornog 
Chicago: Rand McNally, 1966), pp. 420 - 434. 
6J 
science. It is more than an art because specialization is necessary; it is not 
altogether a science because certain immutable principles cannot be formulated. 
Science does and should assist in public administration, particularly where 
quantification is required. The administrative organization in its f\\nctioning 
elicits a chain of political processes requiring decisions in the formulation 
and execution of public policies. For the superintendent these policies are 
educational policies. 
'lhere is no need to split decisions between fact and valne, as Simon 
would, because both elements have interplay in decision making. Identification 
of the two should be attempted but exclusion of one or the other from decision 
making processes is not feasible. The word "political" before the word 
processes reflects the new "public policy" orientation. Pulling all the elements 
together from the suggested definitions and theories, the following eclectic 
definition of public administration, applicable to the school superintendent, 
1e suggested: 
F.ducational public administration is a chain of political processes 
requiring decisions in the formulation and execution of educational 
policies for purposes of government's responsibility in educating its 
citizenry through levels of organization and management of men and 
materials. 
The political scientists• approach to ad11d.nistrative organization rejects 
high level goals as guides for action: 
1. High level goals provide little guide for action because it is diffi-
cult to measure the degree of their attainment, and because it is difficult 
to measure the effects or concrete actions upon them. The broad goals are 
thus not operative - nor do they provide the "common numerator" discussed 
in the chapter on efficiency as essential to a choice among alternatives. 
11111----
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2. Decisions tend to be made, consequently, in terms of the highest-
level goals that are operative - the most general goals to which action 
can be related in a fairly definite way, and that provide some basis for 
the assessment of accomplishment. '!he operative goals provide the kernel 
around which the adlllinistrator•s simplified model of the world crystallizes. 
He considers those matters that !~e reasonably directed to these goals, 
and discounts or ignores others. 
The administrative organization places emphasis upon processes and methods for 
insuring incisive action.13 A theory of administration should be concerned 
with the processes of decision as well as with the processes of action.14 '!he 
construction of an administrative organization involves more than a mere assign-
ment of functions and allocation of authority. Behavior of individuals within 
administrative organizations must be considered. Simon emphasizes the concept 
of purposiveness as involving a notion of hierarchy of decisions - each step 
downward in tne hierarchy consisting in an implementation of the goals set forth 
in the step immediately above. Behavior i~ purposive in so far as it is guided 
by general ~oale but it must be rationa115 to select alternatives conducive to 
attainment of selected goals. 
Administrative activity is group activity and involves decisional 
12Herbert A. 8imon, "Introduction to the ~econd Edition;' Administrative 
Behavior (Ne'W Yorks MacMillan Company, 1957), p. AJJ..VI. 
13~., P• 1. 
Uc. I • .Barnard, 'lhe Functions of the Executive (Cambridge: Harvard Uni-
versity Pre~s, 1938), p. • 
Also, see &!win o. Stene, "An Approach to a Science of Acministration~ 
American Political ~cience ReView, XXXIV (December, 1940), pp. 1124 - 1137. 
lSThe difficultv of this concept is the word "raticnal" which Simon does 
not explain clearly. " 
processes. In order to preserve "unity of command" subordinates t1111st accept 
authority by permitting his behaVior to be guided by a decision reached by 
another, irrespective of his own judgement as to the merits of that decision. 
Administrative efficiency i! enhanced by "span of control" by limiting the 
number of subordinates who report to any one administrator to a small group 
(Simon suggests six). Efficiency is increased by grouping workers according to 
(a) purpose, (b) process, (c) clientele, or (d) place. 
To the modern school department is entrusted the care of children during 
almost the entire period that they are absent .trom the parental home. 
It has three principal responsibilities toward them: (1) to provide for 
their education in useful SY.ills and knowledge, and in character; (2) 
to provide them ~i th l:holesome play activities outside school hours; (.3) 
to care for their health and to assure the attainment. of mini.mm 
standards of nutrition. 
One of the handicaps under which the school board labors ie the fact 
that, except for school lunches, the board has no control over child 
health and nutrition, and there is little or no coordination between the 
highly important part of child development program and the rest of the 
program, 'Which is conducted by the Boa.rd or Frlucation.16 
Simon presents the above example or fundamental ambiguities in the meanings or 
the key terms accord:i.ng to which -workers are to be grouped. The problem also 
poses a dilemma of choosing between alterr..ativee. He solves the problem with a 
decision which recommends that the city and county open negotiations tor the 
transfer of all health work for children or school age to the Board of F.ducation. 
Principles or administration, according to Simon, must be concerned with 
the physiology of the human body, the laws of skill training, and or habit. 
Taylor and hi$ followers cultivated this field auccessf\tlly through time and 
16rierbert A. Simon, Administrative Behavior, pp. 29 - JO. 
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motion Btudy. The determinants of loyalty and morale, leadership and in1 tia-
tive, and infiuences that determine where the indiVidual•s organizational 
loyalties will be attached are other concerns of an administrative organizational 
theory. The degree of relationship of specialization in the administrative 
organization to the specializations of knowledge will determine appropriate 
decision points. This is Simon's third principle of administration and is 
related to the term "rational behavio~" As employed by Simon, it refers to 
the rationality when administrative behavior is evaluated in terms of the 
objectives of the organization. Nonrationality occurs when the indiVidual's 
aims are in a different direction from the a111l8 of the larger organization.17 
While educational admini.stration wae cOllli.ng to 1 ts own being, in its 
formative stage, mostly based on principles espoused by political scientists, 
other theories were being developed in the industrial world. Around the turn 
of the century, scientific approaches were introduced to the study of 
administrative organization. The subject matter of educational administration 
was "not a thing of intellectual beauty." Borrowing fragments from several 
diverse disciplines, in the same manner as "political scientists" did to develop 
public administration theories, it lacks a well defined, highly organized body 
of subject matter. It has no theoretical structure. The mounting interest in 
the theoretical aspects of educational admini.stration indicates a dissatisfaction 
17 Ibid., PP• 37 - 43. 
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with the traditional study of the subject and a desire to forrrulate a scientific 
theory of educational admini.stration.18 
Science Based Theories or Organization 
A scientific approach to administrative organization began when Charles 
Babbage made an analysis of factory methods and costs in his essay on the divi-
sion of labor. His observations were the result of the years he spent in 
working on a "Di.f'ference - Filgine" to speed up mathematical calculationa, a 
device which was the forerurmer of the electronic computer.19 
In 1885 Captain Henry Metcalfe, Manager of Army Arsenal, brought the word 
science into the world of administration and management when he advocated the 
application of certain principles that he felt could make up a "acience of 
administration." Then, in 1886 Henry Robinson Towne suggested a forum .from 
which the principles could be developed, tut was ignored for ten yeara before 
F. w. Taylor's large scale application of the analytical "scientific" approach 
to improving production methods. 20 
Taylor's "Scientific Management" sparked a search f'or theories of organi-
2ation, but this search has had only a recent impact on the re-examination or 
principles and practices in the field or educational administration. In the 
l8John Walton, "The Theoretical Study of :Educational Administration," 
Harvard ~cational Review 2 XXV, N~. 3 (Summer, 1955), p. 169. 
l9Harwood F. Merrill, ed., Classics in Management (New York: American 
Management Association, 1960), p. lJ. 
20Ibid., P• 14. 
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search for a modern theory of organization, three theories have had a considerable 
influence on administrative thought and practice. 
The Classical Theory of Organization deals exclusively with the anatomy 
of formal organization and traces itself back to F. w. Taylor's interest in 
runctional foremanship and planning staffs. It was built around four key 
pillars: 
1. The Division of Labor (specialization) 
2. Chain of Command (every man has one boss) 
J. Structure (logical relationships or :t'anction) 
4. Span of Control (the adequate number to be supervised )21 
The reorganization movement in public administration pursued the concept of work 
division in the theories of departmental12ation as stated in Inther Gullick•s 
famous essay on organization. Thus departmentalization by :t'anction came to be 
one of the cardinal "principles" in the organization theory propounded by the 
22 pioneers. 
Fayol, the engineer, developed a "general approach" to management. To 
promote efficiency in the organi2ation he proposed these elements or administra-
tion: to forecast, to plan, to command, to coordinate, to control. According 
to Fayol, the staff as the ''brains" is necessary; detailed planning is required; 
a theory with general principles applicable to all fields is feasible. The 
organization should establish "one head" for the corporate body plus many 
"heads" to assist. Authority must be matched to responsibi ll ty. Contrary to 
21John M. Pfiffner and Frank P. Eherwood, Administrative Organization 
(Fhglnood Cliffs, N. J.: Prentice Hall, 1960), pp. 97 - 98. 
22wther Gullick, "Notes on the Theory of Organization", in Papers on the 
.22.ience of Administration, pp. l - 45. See footnote no. 10 in this Chapter. 
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Taylor's large number of "functional foremen," a "unity of command" and "unity 
or direction" were vigorously proposed. 23 
Weber, historically regarded as the founder of modern sociology, divided 
authority into traditional, charismatic, and legal. Pure or "monocratic" 
bllreaucracy is the most rational administrative staff. Labor, hierarchy and 
rules are characteristic of such a ·bureaucracy.24 
The Classical Theory had several deficiencies. It overlooked the contri-
butions of the behavioral sciences and neglected the interplay of individual 
personality, informal groups, conflict and decision-making processes. Scientific 
Management was to a great extent ahuman, perhaps even inhuman, because it tended 
to reduce man to a machine. 2S 
The Nao-Classical Theory of Organization took on the task of compensating 
for some of the deficiencies of the classical doctrine. Its theorists are iden-
tified with the human relations movement. They took the postulates of the 
classical school and regarded them as modified by people, acting independently, 
or within the context of the informal organization. These theorists integrated 
the behavioral sciences into the theory of organization and studied the informal 
organization, showing its influence on the formal structure. The Hawthorne 
Studies were the inspiration for this schooi. 26 
Prior to these studies, the neo-classicists, exemplified by such as Mary 
~3Bertrand Gross, "The Pioneers: Efficiency:' The Manafng of New Organi-
.!!tions, Vol. I (Glencoe: The Free Press, 1964), pp. 126 - 13 • 
24Bertrand Grose, The Managing of New Organizationfi, Pt>• 136 - 143. 
2\;. W. Cooper, H. J. IA3avi tt, M. \-:. Shelly, et al., New Persgectives in 
Organizational Research (New York: John Wiley and Sons, 1964), P• o. 
26s. G. Huneryager and I. L. Heckman, Human Relations in Management, p. 421. 
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parker Follett, attempted to resolve the conruct between man a.nd organi2ation. 
'Jhey believed that the only good solution to thifl social conflict was integration 
achieved by various forms of coordination between responsible people who had to 
carry out policies with equal attention being given to all the variables in the 
social system. The emphasis was on research of the psychological aspects of ad-
ministration. Conflict was constructive to integration; giving orders trnst be 
depersonalizedJ power is a self-developing capacity; tunctional and central 
authority are necessary; function and situation determine authority; coordina-
tion is more effective than coercion. 27 
The neo-classicists say that the diVision of labor causes indiVidual prob-
lems of .fatigue and monotony, that imperfections in haw the scalar and tunctional 
processes are handled cause human problems, that human behavior disrupts the best 
laid plane and thwarts the logical relationships founded in structure. They as-
cribe this conflict to frictions that appear among people performing different 
tunctione:. To control this conflict, span of control must be adequate because 
it is a function of human determinants and not of some preconceived formula. 
Roethlieberger, who emphasized human relations and skill development, explains 
and offers a partial solution to controlling a conflict: 
An administrative concern is not only an organizstion for the 
promotion of economic purposes; it is also a human organization in which 
the hopes and aspirations of indiViduals are trying to .find expression. 
In these terms the leader ••• has g'Wo functions to fulfill, an economic 
.function and a social tunction.2 
'Ihu~, according to the neo-claseicists, the in.formal organ12ation appears 
27Bertrand Gross, "The Pioneers: New Beginnings," The Managing of New 
Organizations, Vol. I, pp. 150 - 160. 
U 28F. J. Roethlisbarger, Management and Morale (Cambridge 1 Harvard 
niversity Press, 1946), p. 27. 
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in response to th~ social needs of people to associate -w1 th others. People have 
to have :'ace-to-face contact. If they perform sir.ti.lar jobs there is a tendency 
to group together. Those 'With similar interests ~ould join together if they are 
in close proximity to one another. Occasionally special issues will arise 
29 
causing an impermanent, informal group to form. 
These informal organizations act as agencies of social control and 
generate a culture based on norms of conduct which demand conformity from group 
members. A conflict with the formal organization could occur. 
Sociometric analyses are the scientific tool used to plot the relation-
ships of people in these informal organizations. Informal organ12ations are 
characterized by their own unique statu~ and communications systems. 'l'hus, 
their survival requires stable conti:mli.ng relationships among members of the 
group ~hich cause the members to resist change. The neo-classicists look for 
solutions to overcome this resistance to change by proposing member narticipation 
in decision-l'lak:l.ng situationis and control of the "grapevine" information cy 
prompt release of accurate information.3° 
The concept of the social system became an approach to the study a,nd anal-
ysis of the interact.ional climate of the orgaru.2ation. Indi,viduale, their atti-
tudes and motives, jobs, the physical work sett.ing, the formal work orpanj zat:1 on 
liere all woven into an overall pattern of interdependency called a social s~1~tam. 
The neo-cla~sical doctrine, however, suffers from incompleteness, a short-sighted 
---------
29 Huneryager and Heckmann, Human Relations in ~nagement, p. 424. 
3%uneryager and Heckmann, Human Felationa in Management, p. 425. 
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perspective, ancJ lack of integration among the facets of hucrian behavior st;1died 
31 
by it· 
:tiodern organization theory moved to cover these shortcomings. Its theo-
rists E-BY that the only meaningful tiiay to study organizations is to study them 
as systems. They rely on empirical research data and integrate findings into 
the theory. Because they study systems, they must rely on a method of analysis 
involving the simultaneous variations of mutually dependent variables. 
consequently, modern organization theory is not a unified bod:r of thought. 
Much of the theory is made up of many different contributions from many 
authors. Thus, it is more useful to discuss the ingredients involved in the 
systems analysis, the parts, the interactions, the process, and the goals of the 
system. 
The parts include the individual and his personality structure brought to 
the organization and the motives and attitudes that condition his range of 
expectancies that he hopes to satisfy by participating in the system. Included 
in the sy etem are other variables, such as, the individuals or groups r:ho have 
modifi.ed their expectancies mutually to accord with demands of the group, status 
and role patterns, the role perceptions of. each indi.vicual, the physical eott:l ng 
or iesue on which the interaction occurs, and finally the influence behav.ior er 
leadership style which can be measured from the interaction of selectec Vl:!riab1e:. 
'lhue, Rensis Likert, on whoee systems model this study was patterned, belongs to 
the group of modern organization theorists. 
Modern organization theorists believe that work cannot ~ effectively or-
ganized unless the psychological, social, and physiological characteristics of 
People participating in the work environment are considered. All of the parts 
31Il::rl.d., pp. 426 - 427. 
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of the eystem a.re linked by processes such as those found in rolP theory, 
processPs such as col'lll"!U?lioations networks, methods by which attention is evoked 
from parts of the systel118 or control and coordinating mechanisl'l'iB which link the 
decision CPnters into a pattern.32 
Tnquir:i.es anri findings of modern organization theories have introduced a 
!idcl of thourht and research cnlled "systeins theory." Its objective is to put 
into slices and categorize all the variables, to discover all the perT11utations 
and intert"f'lationshtps among thesr;l variables, and to discover their effect on 
ad1'!\inistrati•1e orgarrl.zati.on. Thus a science of orranizational universals 
appears r~a.s'i.hle. 
'C?ecently the ~m.tional Industrial Conference Board querried five-hundred 
(~) companies, received three-hundred and two (302) replies, and found two• 
hundred and forty-om (2Ll) companies interested in behavioral science and its 
application to organizational executive behavior and leadership style. Results 
of the survey indicated thnt, in the "sixties~ these six theorists and behavioral 
scientists have influenced administration the 'll'lOstr Douglas ~regor, Abr:;hnm 
"tlslow, Chris AreYl'is, Frederick Herzoorg, Robert Blake and Jane s. ~uton, 
and ~ensis tikert.33 
Douelas 1-bGregor34 describes two sets of contrasting aasUt111ptions about 
1111.n and his relation to work through "Theory X" and 11 Theo17 Y." Under 111'heory 
32uuneryager and Heckman, Human Relations in Mpas.-nt. PP• 430 - 433. 
J)~·~rvin R. Weisbord, "What., Not Again& Manage People Be~ter?" 1 Think, 
XXXVI, No. l (Jtlllua.ry • Februaf'f1 1970), P• 4. 
34nouglu MoOregw, The Humn Side of Enterpl"iee (Nev Tories McGraw Hill 
Sook Co., 1960), PP• 33 • 4§. 
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X" he posits the propositions of conventional management. 'Ihese propositions 
state that, because management is responsible for organizing the elements of 
the productive enterprise - money, materials, equipment, people - in the interest 
of economic ends only, management must direct, motivate, control and modify the 
behavior of its people to fit the needs of the organization. without this 
active intervention by management, people would be passive and resistant to 
organizational needs. They must therefore be persuaded, rewarded, punished, 
controlled and directed. All of these are posed in the belief that the average 
man is by nature indolent, lacks ambition, is self-centered and indifferent to 
organization needs, is resistant to change, is gullible and not very bright. 
In light of new t'indings, McGregor proposes a new theory for the manage-
ment of human resources. Using Maslow•s hierarchy of needs35 he postulates that, 
even though conventional management has largely satisfied physiological and 
safety needs of the worker, social needs and egoistic needs are important 
1110tivators of behaVior. The central principle derived from "'Iheory Y" is that 
ot integration which suggests that management must arrange organization 
conditions and methods of operation so that people can achieve their goals best 
by directing their own efforts toward organizational objectives. With proper 
motivation their social and personal needs can be sati.sfied so that they will 
not be passive or resistant, they ~ill exercise their capacity for assuming 
3~aslow•s motivational theory states that gratification is ll'lOre important 
than deprivation. When human needs are satist'ied, related goal-directed behavior 
emerges. The order of needs is important because needs are satisfied in order 
or appearance. Needs relate to each other. A prepotency of needs exists, meaning ~at the intensity of non-satisfaction increases as we proceed higher up in the 
1 erarchy of needs. A need, higher in the structure takes precedence over the do~er one, and if the lower one is not satisfied, the higher need could be 
1tficult to satisfy. The order of needs in Maslow•s hierarchy ls a! follows: 
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responsibility and they will develop a readiness to direct their behavior toward 
organization goals. 
Abraham Maslow, a theoretical psychologist, described a "need hierarchy," 
suggesting that motivation proceeds up a ladder of human needs, with physiologi-
cal needs at the base.36 
Chris Argyris37 studied the interaction between an individual and organi-
2ations and is an advocate of efforts to build consistency between individual 
and organizational goals. Argyris dwells on the personality concepts and 
attributes to it such characteristics as: (a) it seeks adjustment and adaptation; 
(b) it is propelled by psychological and physical energy; (c) it is located in 
the need systems; {d) it is expressed through abilities; (e) the personality 
organization is called the "self" which tends to develop along a spectrum from 
one position to another. Argyris protects the personality and in its interaction 
with the organization he labels the organization as a scoundrel which works 
against the progressive psychological development of an individual personali t~·. 
He advocates effective leadership behavior which woulc "fuse the individual and 
the organiiation in such a way that both simultaneous~ obtain optimum self-
actualiHtion. 1138 This process would lend itself to giving direction toward a 
(l) physiological needs, (2) safety, (3) love, (4) esteem, (5) self-actualiza-
tion, and (5) need to kn01i and understand. 
See A.H. Maslow, "A Theory of Human Motivation," Psychological Review, 
L (March, 1943), pp. 370 - 396. 
3~arvin R. Weisbord, op. cit. (Also, see footnote number 35.) 
37Chrie Argyris, Personality and Or anization: 
_!!!d the Individual (New or : Harper & 
Conflict Between .. 1stems 
• 
38Ibid., p. 211. 
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congruency bet1o;een the needs of healthy individuals and the demands of the 
formal organization. Frustrations, failures and conflict would be reduced and 
the suborc!inate \Joule .focus on the whole (organizational needs) rather than 
solely on the parts (his ~n needs). Reality - oriented leadership may minimize 
the difficulties. 
Frederick Herzberg, in Work and the Nature of Man, (1966), confirmed and 
elaborated upon his earlier Motivation - Hygiene Theory. Fringe benefits, 
working conditions, etc., are hygiene factors, essential but not motivating. 
Factors which motivate people to perform better - to perform tasks for achieve-
ment or goals - are responsibility, achievement, recognition, and growth 
opportunities. 39 
Robert Blake and Jane S. Mouton wrote Managerial Grid and integrated the 
research of Likert, Argyris, McGregor and many others into a tool for analyzing 
ancl attempting to change organizations and management styles, based on the bal-
ance between one's concern for accomplishing and concern for people. The authors 
have posed a model which they call the Managerial Grid as an inclusive statement 
for orienting managerial actions. In this grid the nine (9) theory meets the 
basic need of people i·hich 
C:ol1<-t'n1 fo·r P~"flC •\nd 
measured on a vertical and 
nine, or from low to high. 
"'he. cf cn1,.,.,;,...,.t.c11a.f 'fO°"/!>, 
is to be involved and comm.tted to, accomplishmenf\ee: 
e o ·•·1 'e ,. 'l°I f c 1 •' ( ' o WI p Ii sh 11v1 ~ '» t: a re.. 
a horizontal axis each of which is scaled from one to 
Its aim is to integrate the two aspects of work, 
people anci production, under conditions of high concern for both. Measurement of 
effectiveness is the key to evaluation ~n the grid. Involvement and participa-
tion in team action is the suggested process that leads to high organizational 
39Pobert F. Blake and .Jane ~. Mouton, The Managerial Grid (Houston: Gulf 
Publishing Company, 1964), pp. 180 - 318. 
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accomplishment. 
Rensis Likert, a psychologist and sociologist, whose works have already 
been mentioned, showed that an organization is a complex system in ~hich leader-
shiP process, motivational forces, character of collllll.lnication process, inter-
action influence and character or goal setting tend to vary together. Likert 
maintains that these variables can be related closely to organizational effect-
iveness. 
Recent Developments in Educational Administration 
As a field of study, educational administration is undergoing radical 
change. The field is no longer neatly defined. The new science based theories 
have had such an impact that the subject is undergoing close scrutiey and re-
evaluation. The study and practice of administration has been becoming more 
scientific. The ferment began in 1946 and 1947 when (a} the Kellogg Foundation 
received a recommendation that school administration was a field -which deserved 
Foundation support,(b} The American Association of School Administrators (AA$A) 
included in its statement of goals for the association "the initiation of 
studies and programs tovard further professionalization of the superintendency," 
and (c) in 1947 professors or educational administration, under the leadership of 
Paul Hanna of Stanford, and Maurice Seay and Palph Tyler of the University of 
Chicago, formed the National Conference of Professors of Educational 
Administration (NCPEA) which was to focus on the scientific study of administra-
tion, the elements or leadership, and dissemination of updated practices 
encountered in the preparation of school administration. In 1950 the NCPEA, 
through funds obtained from the Kellog Foundation, initiated the Cooperative 
Program in Educational Administration (CPEA) to study the school superintendency 
b 
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and ways to improve school administration.40 
In 1960, Griffiths optimistically observed: "Many changes have occurred 
recent1y, liii th remarkable rapidity and with almost a single stimulus (Coopera-
tive Program in Educational Administration) ••• the emphasis on preparation is 
moving t~ard the true content of administration - people. 1141 
Paralleling, if not antedating, the recent development of administrative 
theory has been an unprecedented concern with the study of leadership. Investi-
gations and studies by scholars in such distinct yet related fields as 
anthropology, business management, industrial relations, psychology, public 
administration, and sociology have produced significant findings which illuminate 
the study and practice of educational administration. Have the new theories had 
any effect on the administrative behavior of the superintendent? There seems 
to be some evidence that the scientific approach to administrative organization 
shows traces of an emerging superintendent with a significantly different style 
of leadership. A more dynamic definition of the superintendency may be gaining 
acceptance - but putting 1 t into practice is difficult. Results of a survey 
reported in School Management indicate that a new breed of active rather than 
passive superintendents, although in the minority, is emerging. The new dynamic 
superintendent describes his function of superintendent as that of developing 
L°tiollis A. Moore, Jr., "'lhe Ferment in School Administration," Behavioral 
Science and E:ducational Administration, !he Sixty-third Yearbook of the Nationa! 
Society for the Study of Education, edited by Daniel E. Griffiths et al. 
(Chicago: University of Chicago Press, 1964), p. 15. ~ 
41.Da.niel E. Griffiths, "New Forces in School Administration," Overview, 
I (January, 1960), pp. 48 - 51. 
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programs on what he thinks is needed rather than translating the comnunity•s 
educational desires and objectives into programs.42 
Theories of Leadership 
Lipham stated that leadership roles in structured organizations are, in-
deed, complex. He suggests caution on the use of methodology and interpretation 
of finding! of leadership studies concerned with small, unstructured, randomly 
selective groups. Such findings may be of only limited value when transplanted 
indiscriminately to large, complex, hierarchical organizations. 
An example which may be cited is the notion of "democratic" leadership, 
which has been so eminently popular in the field of educational 
administration for many years. Derived largely from \<.bite and Lippitt•s 
classic studies of five member hobby clubs composed of ten-year old 
chi lcren, the concept of "democratic" leadership was yanked from its 
referents in research, equated with all that is "good" and persistently 
preached as the only appropriate leader behaVior for solVing all 
operational problems within complex educational organizations. Needless 
to add, the meaning of the term, hence its usefulness, suffered. It was 
found that this loosely defined political concept, which has been seized 
as a panacea indeed hin0ered more potential leaders than it helped. 
The major source of error, however, resided in the fact that a host of 
organizat1onal realities were usually ignored - if not zealously 
ecorned.4 J 
To avoid the repetition of such an error it is necessary to distinguish 
between administration and leadership. Theories of administrative organization 
discussed in the previous section of this chapter when related to theories or 
definitions of leadership will make this distinction clear. Administration, 
L2A. Adall'lS and J. E. Doherty, "A New Kind of Sllperintendent," School 
~agement, XIV (February, 1970), pp. 23 - 24. 
43Jamu; M. Ll.pham, "Leadership and Administration," BehaVioral Science and 
F.ducational Administration, The Sixty-third Yearbook, p. 125. 
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according to Lipham, is the utilization of existing structures or procedures to 
achieve an organizational goal or objective. Leadership, however, is related to 
the acticn or process of initiating new structure or procedure for accomplishing 
an organization's goals and objectives or for changing these goals and objectives.uh 
'lbe various approaches to the study of leadership, some directly related to 
educational leadership and others broad in scope, are discussed in the following 
paragraphs. 
Social scientists continue to shift their focus from one aspect to another 
in their theoretical formulations of the leadership concept. Early leadership 
research focused on the leader himself, to the exclusion of other variables. 
Leadership effectiveness was explained by isolating psychological and physical 
characteristics, or traits. The leader was differentiated from other members of 
his own group by traits and characteristics. Little agreement has been reached 
as to the most useful traits. Studies guided by this assumption generally proved 
to be inconclusive.L.5 Goulder reviewed some of the empirical and interpreted evi-
dence relating to "universal traits" and concluded: "At this time there is no 
reliable evidence concerning the existence of universal leadership traite.nL6 
The trait approach gave way to the situationist aporoach. The si tuationists 
do not completely abandon the search for significant leader characteristics, but 
44Supra, p. 122. Also, John K. Hemphill, "Administration as Problem Solv-
ing," in Andrew w. Halpin, Administrative Theory in Education (Chicago: University 
of Chicago, 1958), p. 107. 
h5Tannenbaum et al., pp. 22 - 23. 
L6Alvin w. Goulder (ed), Studies in Leadership (New York: Harper & 
Brothers, 1950), p. 34. 
! . 
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they attempt to look for them in situations containing common elements. Stog-
dill made the following conclusions after examining a large number of leadership 
studies: "The qualities, characteristics and skills required in a leader are de-
termined to a large extent by the demands of the situation in which he is to 
function as a leader". 4 7 
The follower approach became the next aspect to be considered in leader-
ship research. This approach considers the follower as a major variable. It 
focuses on personal needs and assumes that the most effective leader is the one 
who most nearly satisfies the needs of his followers.48 
The trait approach, the situationist approach, and the follower oriented 
approach have variously been discussed and evaluated by many authors. Sanford 
seemingly accepted these three approaches and formulated an eclectic, comprehen-
sive theory of leadership. 
It now looks as if any comprehensive theory of leadership will have to 
find a way of dealing, in terms of one consistent set of rubrics, with 
the three delineable facets of the leadership phenomenon: 
1. The leader and his psychological attributes. 
2. The follower with his problems, attitudes, and needs, and, 
3. The group situation in which followers and leaders relate with 
one another. 
To concentrate on any of these facets of the problem represents oversimplifi-
cation of an intricate phenomenon.49 
Coladarci and Getzels raise the question of why educational administration. 
4 7Ralp~. Stogdill, "Personal Factors Associated with Leadership: A Survey 
of the Literature," Jou~~~!. Psychology, XXV (January, 1948), p. 63. 
48Fillmore H. Sanford, Authoritarianism and Leadership (Philadelphia: Insti-
tute for Research in Human Relations-; 1§50), Chap. I. 
49Fillmore H. Sanford, "Research in Military Leadership", Current ]'rends: 
~!~~ology in ~ Worl~El!lergency_ (Pittsburgy: University of Pittsburgh Press, 
t pp. 45 - 59. 
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as a professional field, is so adverse to theory. Their conclusions would 
indicate that the theoretical approach to leadership and leadership style ie 
genen1llj' unacceptable to educational administrators. In speakinr of the habi ta 
or beliefs ~hicb precluded intelligent consioeration of theory on the part of 
educational administrators, they state: 
Among the most apparent cf theee are: 1) a commitment to factualism, 
2) an unwarranted respect for the authority of "experts" and "laws", 
~) fear of theorizing, L) an inadequate professional language, and 
5) a frequent tendency to become emotionally identified with one•e 
own views. 
To these five, Griffiths adds a si.Xth, namely, the lack of understanding 
of what theory ie.5° 
Other theoretical definitions proposed by authors on educational leader-
ship a:re given be lot.J: 
Anderson and Davies: 
Leadership does not result because a person possesses a magical combina-
tion of traits or characteristics. It is important to distinguish between 
those who occupy positions of authority and those who are "operational" 
leaders. It is customary to speak of the former as "status" leaders, 
and the latter as ".functional" leaders. Status leaders have titles such 
as chairman, mayor, president, superintendent, or principal. A 
"functional" leader is one who is acknowledied and accepted by a group, 
~hether or not he holds a status position.5 
John A. Bartk;:: 
In so far a.s leadership is concerned with influencing people, leadership ma~ be 
50Daniel E. Grif.fi the, Administrative 'lbeory (New York: Appleton-Century-
Crotts, 1959), p. 8, quoting Arthur P. Coladarci and Jacob w. Getzels, The Use 
~Theory in Educational Administration (Stanford University Press, 1955), p. 10. 
5lvivienne Anderson and Daniel R. l)lvies, Patterns o! Educational Leader-
!h!E, (Englewood Cliffs, N.J.: Prentice-Hall, Inc., 1956), P• 19. 
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classified according to the manner in 1r1hich it exerts this influence, namely: 
l. Influence by example and by teaching. 
2. Influence by mediation 
., Influence by coercion.52 .... 
Qide M. Campbell and G. Robert Koopman: 
In a free society the leader, as such, does not exist because leadership 
is diffusec among all and is a characteristic which fiits from person to 
person according to the demands of the situation. With some oversimplifi-
cation, it can be said that the leadership in a f'ree eociety consists 
~argely of' the sum total or the creative activities of its active members -
e.g., members of the civic planning association, members of boards of 
directors of corporations, and volunteer solicitors for the community 
cheet - rather than the eum total of the aetivi ties of a group of titular 
leaders.53 
In the above definition, everyone is a leader because "leadership and citizen-
ship are related concepts. 1154 The leadership and followership concept belong to 
a to tali tartan philosophy. One leader and many followers structure a 
hierarchical, authoritative pattern of living. However, this concept does not 
preclude individual leadership in many fields because multiple leadership roles 
are for the best interests or the individuals and for the society in which 
live.55 
Robert L. Saunders, et.al.: 
Leadership ie essential to improved educational programs. Educational 
leadership is any act which facilitates the achievement of educational 
objectives. IA.tadership may be performed by the status leaders, by any 
"2 ~John A. Bartky, op. cit., p. 4. 
53cl.yde M. Campbell, oe. cit., p. 47. 
SL~., P• 35. 
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members of the group, or by the group as a whole. 
Instructional improvement is the achievement of a set of objectives which 
eeem to be directly and purpo!ely related to improved learning experiences 
for students. The objectives should be determined by the participants 
'folho make the effort and have the responsibility for improving int1truction. 
Cooperative group effort is the most acceptable and effective approach in 
reaching a goal that is satisfactory to and meets the needs of the total 
group. People who work together in groups have a contribution to make to 
each other and each can help achieve the objective of the group. A 
cooperative group effort facilitates changes in the behavior of group 
r;,embers and changes in behavior are necessary to reach educational goals.56 
Jack F. Gibb: 
People lllUSt be led. It is the responsibility of the leader to marshall 
the forces of the organization, to stimulate effort, to capture the 
imagination, to inspire people, and to serve as a model of 19\lstained 
effort. He must set clear goals for himself and for the group or 
institution, and then communicate these goals well to all members of the 
organization.57 
Some of the operating characteristics of an authoritarian, paternalistic, 
or conservative leadership style are: knowing what to do, listening for advice 
and counsel, making decisions, seeing that decisions are 1.mplemented, making 
policy and rules, rewarding good perforll18Ilce, being able to criticize negatively, 
colTlll.anding strong discipline, and communicating care and concern through strength 
anc firmness. According to this oversimplified statement of one vie1i1 of leader-
ship theory and practice, leaders are born and not made. 
56rtobert L. Saunders, et al., A The~ of Educational Leadership (Columbus, 
Ohio: Charles E. Merrill Books, Inc., 19 , p. 39. 
5?Fred D. Carver and Thomas J. Sergiovanni, ed., Organizations and Human 
Behavior, "The Interaction Influence System, II by Jack R. oi\;b (New YorrC: McOraw-
Hill Book compa~·, 1969), p. 316. 
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An alternative Viewpoint of leadership theory holes that people perform 
better ll'hen they set their own eoals, choose activities that they see as related 
to these goals, and can rriai:e their O\.ln choices from a -wide range of 
alternatives. The leader acts as a catalyst, a consultant, and a resource 
person assiE<ting the group. Thus the leader is not necessary to the group and 
quickl,y becomes replaceable, dispensable and independent. The good leader tends 
not to lead. He is a person in the group as a person, and not as a role. 
The first vie-w of leadership theory and practice is a "defensive" or au-
thoritarian leadership style. It is particularly appropriate to some viable as-
p~cts of the culture we live in. It lVas inherited from the medieval church and 
the w~litary. A vertical hierarchy, prescribed role responsibilities, and dele-
gated authority are characteristics of the defensive style of leadership. 'rhe 
current dominant values of efficiency, excellence, productivity, task 
performance, and perfectionism evoke this type of leadership style. It belongs 
in the ~crld of automation, programming, data processing, and engineering; to 
a persuasive, public relations and marketing mocie of interpersonal commerce. 
Fear and distrust is the dynamic of the defensive model. The underlying fears 
of the leader, camouflaged by the leader• s behavior, support the strategic, 
maniP'Jlative, and controlling behavior. "Defensive leadership i! characterized 
by lo~ trust, data distortion, persuasion, anc high contro1.n58 
'Iheee defensive techniques of leadership produce certain predictable 
reeults. Fear and distrust beget fear and distrust. Counter-strategies are 
developec to distort the upward-flowing data; reports are "doctored" to please 
58rb 6 
_!E.., pp • .31 - 320. 
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adr..inie-trati ve goals or directives. ?ersuaeion brings about resistance. High 
control brings about hostility. 
The second view of leadership theory and practice provides the key to 
emergent leadership ~hich centers in a high degree of trust and confidence in 
people. This approach to leadership practice also establishes the operational 
leadership processes as alternatives to defensive leadership, some of ~hich are: 
trust and confidence in people; permissiveness in goal setting; to be non-
controlling in personal style and leadership policy; participation in cooperative 
determination of goals; and creating a climate in which there is no need to 
impose controls.59 
Since the end of ·world War II, new developments have occurred in educ a-
tional administration. The psychological, sociological and behavioral scientists 
began to confront theory with eVidence. Attempts ~ere made to operationalize 
the concepts contained in the principles of administrative theory. The present 
posture continues to~ard operationalizing concepts, testing propositions, and de-
veloping theoriee based upon eVidence. 60 
Unti 1 recently, the shifting eands of practitioner judgement were the 
major if not the only source of kno"Wledge about how tc organize and 
run an enterprise. Now research in leadership, management, and 
organization, undertaken by social scientists, provide5 1.l, more stable 
body of knowledge than has been available in the past. 1 
59~., PP• 320 - 324. 
60Daniel E. Griffiths, ed., Behavioral Science and Educational Ad~~nistra­
~' The Sixt~-third Yearbook of the National Society for the 2tudy of F?.ucafaon, 
Chapter I, "The 'Ihemer, by Griffiths, et al. (Chicago, Illinois: University of 
Chicago ?rese, 1961.i), p. 3. -
61Fensir< Likert, The Human Or~anization: Itf' t~anagement and Value, (New 
York: McGrav-Hi 11 Book Company, l~ 7}, p. 1. 
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Theories of leadership, and the definitions of leadership derived from 
these theories, rely on key assumptions made by well-known practitioners of ad-
lllinistration and reflect the general principles they expound. Practitioners• 
points of view vary one from the other and through time as new schools of 
thought develop. As the influence of the theorist and the practitioner of the 
specific theory wanes, principles and practices based on his judgement are dis-
carded and neli ones embraced. 
Hemphill describes leadership in terms of the organizational context and 
the operational aspects of the organi2ation as a social system. He defines 
leadership as the initiation of a new structure or procedure for accomplishing 
an organization's goals and objectives, or for changing an organ12ation•s goals 
and objectives.62 The emphasie is upon initiating change. 
The frequency or leadership acts, that is, how often the superintendent 
engages in leadership behavior, is a crucial factor. As Hemphill has indicated, 
leadership behavior includes the following classes of acts: 
1. 
2. 
3. 
Attempted leadership: acte which are accompanied by an intention of 
initiating a structure-in-interaction. 
Successful leadership: acts that have initiated a structure-in-
interaction during the process of 11Utual problem solving. 
Effective leadership: acts that have ini t.iated a structure-in-
interaction that has contributed to the solution of a mutual problem. 63 
The failure of numerous psychological investigations of leadership to 
62John K. Hemphill, "Administration as Problem 
Halpin, Administration Theory in F£ucation (Chicago: 
Center, Ui'i!versity of Chicago, 1~8), p. 98. 
63fupra, pp. 106 - 106. 
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synthesize the results of these studies in order to discover a personality 
syndrome universally characteristic of leaders has already been mentioned. 
FUrther support of this conclusion is evidenced by Gibb's statement that 
"numerous studies of leaders have failed to find any consistent pattern of 
traits which characterize leaders. "64 
The sociological approach to the study of leadership is concerned with the 
orgaru.zational dimensions of leadership. Organizational variables or group 
dimensions measure the impact of the leader. Hemphill set forth major dimensions 
which distinguish one group from another, and which measure the differences in 
the impact of the leader on the particular group. He identified the following 
fifteen group dimensions: size, Viscidity, homogeneity, flexibility, stability, 
permeability, polarization, autonomy, intimacy, and control; and position, 
participation, potency, hodonic tone, and dependence (expressing a respondent's 
relation to his group). Hemphill round that viscidity (feeling of group co-
hesion) and hedonic tone (the degree or satisfaction of group members) correlate 
more highly with leadership adequacy than did the other dimensions.65 This 
approach to researching leadership is concerned with evaluating and measuring 
the influence the leader has on all the operational variables within a group and 
the degree to ~hich each variable contributes to the satisfaction or group needs. 
The behaVi.oral stuciee of leadership are concerned with both the psycho-
logical and sociological (organizational approach) dimensions. Halpin explains 
Ii 
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,... d 64cecil A. Gibb, "Leadership," in Handbook of Social P~cholhf, edited by 
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uar ner Lindzey, (Cambridge, Massachusetts: Addison Wesley blis ng Co., 1954), 
p. 889. 
65John K. Hemphill, Situational Factors in l.Badership (Columbus, Ohio: 
Cllio State University, 19L9 • 
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the apnroach to the study of leadership as follows: 
First of all, it focuses upon observed behavior. No presuppositions 
are made about a one-to-one relationehip between leader behavior ancl an 
underlying capacity or potentiality presumably determinative of this 
behavior. By the same token, no a ~riori assumptions are made that the 
leader behaVior which a leader exhi its in one group situation will be 
~.anifested in other group eituations ••• Nor does the term ••• suggest that 
this behaVior is determined either innately or situationally. Either 
determinant is possible, as is any combination of the two, but the concept 
of leader behavior does ~ot itself predispose us to accept one in 
opposition to the other.06 
Halpin defines t~o dimensions of leadership - initiating structure and 
consideration - as significant dimensons describing leader behaVior. 
l. Initiating structure refers to the leader's behavior in delineating 
the relationship between him~elf and the members of his work group, 
and in endeavoring to establish well defined patterns of organi?ation, 
channels of communication and methods of procedure. 
2. Consideration refers to behaVior indicative of friendship, mutual 
trust, respect, and warmt& in the relationship between the leader and 
the members of his staff. 7 
Results of an intensive study, conducted by the staff assoc:f.ates of the 
University of Chicago Midwest Administration Center, utili2ing the dimensions 
as a perceptual screen for observing on-the-job behavior of superintendents 
from four m.1.dwestern eoU1111Unities, showed the usefulness of the dimensions for 
describing leader behavior. For example, superintendents were found to ini.tiate 
structures such as the following: a joint committee of maintenance supervisors 
and instructional supervisors to establish a school for custodians, a new pro-
cedure for assigning the use of school facilities during evening hours, and a 
change in responsibility for revising student handbooks from a committee of 
( 
66Andrew ¥,'. Halpin, The Leadershi BehaVi or of School .... 
Chicago: Midllest Administration Center, niversity o 
67supra, p. 3. 
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principals to a representative committee of principals, teachers and students.68 
Getzels and Guba developed a theory from which were derived the "ncmo-
thetic" anc "idiographic" styles of leader behavior. '!hese leadership styles 
bear some similarity to initiating structure and consideration dimensions. The 
nomothetic leadership style is defined as one which places emphasis upon organi-
zational role expectations; the idiographic leadership style places emphasis 
'O 
upon individual need dispoei tions. Ci. 
The effort to mana~e all of an organization's resources, including its 
management or leadership style and behavior, in relationship to each other is 
called "organization development," or (O.D), a new discipline which may have 
a profound impact on all tyoes of management in the seventies. Many adminiatra-
tors already feel uneasy with the rigid, arnw-type organizational form ~hich 
dominates our society. Other administrators feel uneasy with the completely 
participative and democratic decision making process which often confu!es and 
delays organizational effectiveness. Yet, behavioral scientists '"'arren n. 
Bennis and Phillip E. Slater see temporary eyetems and democratic decis:i.on 
making as enential features of "post-bureaucratic" administration. 
Many formidable "restraining forcee" impede the use of behavioral 
research: 
~e have no precedent for organizing in new ways. From public 
school on, as Chris Argyris has pointed out, we experience a world which 
talks a lot about "responsibility" and "self-control," but offers few 
chancee to uee or to be rewarded for those qualities. We have learned 
68 Lipham, "Leadership and Administration," pp. 13.5 - 136. 
69
.r. \\. Getzels and E. G. Guba, "Soci.al BehaVior and the Administrative 
Process," School Review, I.XV (¥linter, 1957), pp. L23 - hLl. 
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to be expert talkers about building a better ~orld, tut we have hardly 
begun to develop the kine of school system to teach it.70 
Although many theories of leadership behavior were derived from organi2a-
tional echemes tested and observed in industry, there is no evidence that 
specialists researching· leadership behavior in education have excluded the 
application of the findings to studying and researching the behavior of the 
educational administrator and school organiE&tion. On the contrary, Maslow, 
Argyris, anci Ll.kert have, through their research findings, whetted the appetites 
of the theorists anti practitioners of educational administration. 
:luch has been written about educational leadership Etyles, but there is 
very little evidence of contemporary research and study in the area of develop-
ing a valid instrument which could measure educational leadership practices in 
terms cf group and situational factors. The need for such an instrument was 
recognized by Jasper J. Valenti anc c. ~.Nelson ~ho jointly developed the 
"Survey of Educational Leadership Practices." The validated instrument was a 
result cf two independent research studies conducted by each author 
respectively. 71 
Nelson 72 approached the leadership process in industry by ~tudying the 
"internalized attitudes" of foremen and other leaders in an inc'ustrial hierarchy. 
70l!?i£., pp. 2 - 6. 
71J. J. Valenti anc c. w. Nelson, 11 Surve~ of Educational Leadership Prac-
ticee," (An instrument used to measure leadership practices in various problem 
Situations, based on the informal aspects of interpersonal relations), University 
ot Chicago, copyright, 1955. 
i:- 72charlea \..". Nelson, "Development and Evaluating of a Leadership Attitude 
.:Cale for Foremen" (unpublished Ph.D. dissertation, Department of .SociologJ·, 
Un1vere1ty of Chicago, 1949). 
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These internalized attitudes were related to the product of the interacting 
personali ti ea of the reference groups and the factors in the group situation. 
'!be leadership process was viewed as mainly one of maintaining effective 
commnication. From this Viewpoint Nelson tried to determine the attitudes ot 
various level11 in the hierarchy toward the role of the foremen. By adlllini.stering 
bis leadership scale to 220 foremen or a large manufacturing concern, he helped 
yalidate his hypothesis that attitudes of leaders would tall on a continuum of 
communication representing four leadership t11>es: l) Dependent type, 2) Self-
eutficient type, 3) Manipulative type, and 4) Integrative type. The study showed 
that attitudes of foremen had little relationship to such personal factors as 
age, education, length of service, amount of supervisory experience. Nelson 
found a correlation ot +.46 between the foremen•s leadership scores and 
personalit7 evaluations as deterlllinad by group Rorschach•s and Tat•s. He con-
eluded that neither personal factors, social factors, nor personality could 
explain the attitudes. Situational or individual factory plant .f'actora were 
tignificantly related to leadership. 'lhe interaction process in social 
organizations was the rationale used by Nelson to study leadership types. 
Valenti73 designed an inventory or 102 questions which he called "The In-
ventory of Teaching Practices" to help evaluate the attitudes with which teachers 
&ncl administrators view certain problem areas pertaining to the social role of 
the teacher. His study deals with the informal aspect of the principal•e and 
73J. J. Valenti, "Development and Evaluation ct a Leadership Attitude 
Scale Around the Social Role ot the Teacher" (unpublished Ph.D. dissertation, 
University of Chicago, 1950). 
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teacher• s attitudes in interpersonal relations with parents, administrators, 
the colllllllnity, other employees, and students. The rationale used to approach 
this study proposes that teachers and principals have already forr.ulated certain 
·~hilosophies of education" (values or attitudes) which they use as a frame of 
reference, consciously or uncmsciously, in observing various aspects of their 
personal relationships and their relationships with others in the school 
situation. In accordance with this rationale Valenti developed an instrument 
that could help define, for persons in the school organization, the type of 
leadership that ie demanded uncler certain situations. 
'Ihe "~rvey of Teaching Practices" developed by Valenti and Nelson7L was 
designed so that all persons in a school system can complete the inventory, so 
that the various expectations and attitudes of how a teacher should act can be 
analyzed for agreement and disagreement in the organization and so that the 
barriers to effective interaction can be recognized. Interpersonal relations 
interrelated with problem situations define the teacher's role in terme of l) 
Impersonal, 2) Self-sufficient, 3) Counseling, and 4) Integrative styles of 
leadership. 
'Ihe inventor)· proVides alternative methods of handling seventeen fundamen-
tal personnel problem areas: 
l) Handling problems of discipline 
2) Handling individual differences 
3) Planning classroom work 
4) Qualities expected in good pupils 
5) Handling grievances and complaints 
6) Dealing with pupi 1 cliques 
1) Dealing with student organizations 
8) Motivating pupils 
7Lvalenti and Nelson, op. cit. 
I 
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9) Determining pupils' attitudes and stimulating morale 
10) Desirable qual1 ties in teacher selection 
ll) Induction and orientation of new teachers 
12) Rating of teachers 
13) Teachers' adjustment 
11•) Handling parents• suggestions and complaints 
15) Administrative rules, dutiea1 and policies 
16) Incentives in better teaching 
17) Relationships with other employed personnel 
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The respondent's choice of action in a particular problem area and the 
corresponding general underlying a.tti tude of the social or interpersonal role of 
the teacher can be determined. r.ach problem is related to t1'0 altemati ve 
methods from which the respondent chooses one to handle the problem situation. 
The selected method reflects one of four basic points of view along an inter-
personal or leadership attitude continuum. 
In the Impersonal Style the teacher sees himself as the representative 
of authority upon which he depends. All pupils lie below in equal consideration. 
The Self'-suffi.cient Style represents the teacher as a hard 1V0rk1ng disciplin-
arian who derives a great deal of satisfaction from his efforts to apply his 
knowledge and abill ty to the teaching tasks. A teacher who is interested in 
social contact, in developing and guiding hia pupils through individual incen-
tives uses the Counseling Style under given situations. The tone of his inter-
action is much less formal than the other two styles. The Integrative Style 
of behav.tor focuses on the group1 group standards and the teacher's participa-
tion with the group. As a "leader" the teacher considers himself a •catalytic" 
agent and in a group, he 1V0uld consider himself a part of the group w.lth the 
leader acting as the "catalytic" agent. 
The leadership characteristics or "tones" of interaction are somewhat sim-
ilar to those used by Likert in his Systems l - 4 model. They area l) formall ty 
95 
cf interaction, 2) type of interaction, 3) communication (frequency), 4) 
length or duration of two-way contact, and 5) number of contacts. In both 
methods these variables are interrelated With the interaction group and the 
"issue" or problem. In both Valenti •s anc L:ikert•s approaches the objective is 
to determine leadership behavior in terms of processes or styles when an inter-
relationship of such defined operating characteristics is present. 'Ihe focus on 
the method is the same but the approach varies - one is sociologically oriented 
and the other is social science based with greater emphasis on the behaVioral 
sciences. Thus, it appears that this is the direction towards which present 
day etudies on educational leadership are tending. Strese on situational 
analysis alone is inadequate; studying the content of an issue by isolating it 
from the situation and the interaction groups represents only a partial and 
fragmentary approach; studying behaviore without considering the interacting 
variables shifts the :f'ocus into the f'ield o:f psychology. 
The recent trend toward theory development, utiliEation of soeial science 
models, and the application of these to case situations appears to be a move in 
the right direction.75 Interrelationships of operating characteristics with 
specific reference groups are necessary ingredients in a study to determine self-
perceived leadership etyles expressed in terms of leadership processes. 
Leadership theories focus on the person as a leader and on the group being 
75Willard R. lane, Ronald O. Corwin and William G. Monahan, Foundations 
.2! Educational Administration (Ne~ York: Macmillan Company, 1967), P• j29. 
I. 
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influenced by the leader. f.anders ~.76 justified the inclusion of the 
principle, "leadership ie more effective when it is group centered than centered 
in the status leader," in a theory of educational leadership. They presented 
ample evidence to show that decieions made by a group or people are more 
effective than decisions made by a status leader and impoeed upon the P-roup. 
P.esult~ of many experiments were mentioned by the authors to prove that change 
is brought about more effectively when individuals participate in making the 
decisions. This indicates that the participants in a particular program must 
.f\llly understand the reasons for the change and help decide to make the change. 
This concept seems very appropriate in a public school system. 
The group centered leadership theory, as opposed to leadership centered 
in the status leader, provides some answers to thoee who rebut the traditional 
concepts of a democratic leadership derived by analogy from political science. 
The analogy may be rejected and the science based theory of group centered 
leadership is advocated as certainly more apropos to a democratic society. 
Thu~, with social science underpinnings the traditional concepts of democratic 
leadership etyle take on a ne1i1 image because the focus switches from political 
concent~ to maximum contributions from individuals of the group in decision 
making. Even though the status leader may have 5Uperior knowledge, his decisions 
are not likely to be effective until the decisions become group decisions. 77 
76sanders et. al., A Theorv of F.ducational Leaderehip, p. 105. 
77supra, p. 106. 
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Leadership is not the power of one person to decide and control but is 
a set of functions which no one person alone can fulfill. The individual 
becomes important to the group because he is unique. No cne else brin~s 
the group exactl~ the same resources or exactly the same needs. The 
group destroys er i~nores his uniqueness only at the cost of diminishing 
its o~n potential.7 
The group centered leadership theory appears to shy away from diecovering 
the world of reality through social science techniques which exa!!rl.ne the 
interrelationships between operating characteristics and the group to determine 
what type, other than the group participative style of leadership, is more 
effective under given condi ti one. This is not to say that group centered 
leadership is ineffective or that the theory is to be rejected, but lookin~ 
at the continuum or a systems mocel, it represents only one segment of leader-
ship processes all of which may have some degree of effective utility to 
influence and motivate reference groups to goal attainment. To assume that all 
superintendents exercise a group centered or participative leadership style under 
all conditions is questionable. One approach to testing this assumption is to 
determine their self-perceived styles of leadership under conditions of various 
interrelationships between the operating characteristics of a leadership 
situation and the interaction groups in the school district. 
781. P. Bradford and D. Mial, "Individual and the Group," National 
Elementa:ry Princi~al, XLI (January, 1962), pp. 30- 34, quoted in Robert L. ~aunders et al., jjieo~ of Educational Leadership (Columbus: Charles E. 
Mern 11 Books, Inc., ;;66), p. 9.5. 
CHAPTEP. IV 
PRESENTATION AND ANAIXSIS OF SELF-PERCEIVED LEADERSHIP 
PROCESSES OF GOAL SETTING AND LEADERSHIP ST!LE SELECTOPS 
Major Aspects of Research Design 
This chapter is concerned with the analysis of eelf-perceived leadership 
processes of those superintendents who place priority on leadership style and 
those who place priority on goal selection and attainment as more important in 
their role as superintendent. As was previously stated, two approaches to this 
study have been utilizedi (1) a research of current professional literature 
tor opinions, surveys of results and experiences of several superintendents, 
who were classmates of the author, to determine the major current issues which 
receive top priority attention by superintendents in their role as chief school 
adlllinistratore; (2) an analysis of self-perceived leadership processes of those 
superintendents who consider goal selection as more important and those who 
place priority on leadership style over goal selection. 
In order to secure these self-perceived identifications, a questionnaire 
based on Likert•s Systems 1 to 4 was developed. The major issues were inter-
woven with Likert•s operating characteristics and the reactions of the 
superintendents were self-scored by the respondents on a twenty point scale. 
'Ihe scale continuum was designed to identify a self-perceived leadership process 
on a particular issue and in an interaction situation with one of five inter-
action groups. The self-perceived process in situation corresponds to a degree 
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of one of four leadership processes. The processes are authoritative exploitive, 
authoritative benevolent, consultative, and participative group. The first 
three have been identified by Likert as belonging to the authoritative construct. 
As the process moves closer to the right of the continuum, the leadership 
process moves nearer towards System 4 and becomes less and less authoritative. 
The participative group style is traditionally identified as the democratic 
style of leadership. 
The major aspects of the above two approaches underlying the analysis to 
be presented in this chapter are: 
1. To determine whether superintendents, in their role as administrators, 
set a priority on goal selection er on leadership processes. For clarification, 
the statement is re-phrased in question form: Do school superintendents in the 
Northern portion of the County and in school districts whose average assessed 
valuation per pupil lies below the median for that portion or Cook County, 
perceive their tunction or superintendent as (a) one of translating into 
programs those educational desires and objectives which are directed and 
communicated to the superintendent by groups with which he interacts, or (b) 
one of taking the initiative and developing orograms on what the superintendent 
thinks is needed, and obtaining the cooperation or the reference groupe to 
implement programs to attain what is needed in terms or goals. 
2. To determine quantified differences in self-perceived leadership styles 
between the two groups. An adaptation of a modified Likert•s System l to 4 
mOdel to quantify the interrelationships between the operating characteristics 
and issues in the superintendent's interaction with five groups was used to 
collect this data. 
b 
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3. To draw a comparison in leadership etyles of both grou~s of super-
intendents on issues and in their interactions with all five interaction groups. 
In other words, do goal selectors and leadership style selectors vary in their 
leadership process on the same issue and with the same interaction group? 
4. To determine differences in demographic characteristics between the 
leadership style selectors and goal selectors. The demographic variables which 
will be related to the cognitive process or selecting what is more important to 
the role of the respondent may have some implications as to why the two groups 
vary in aporoach. 
Cuestionnaire 
Section I of the questionnaire is self-explanatory and was intendtd to 
collect demographic variables which were analyzed in relationship to role 
selection and leadership processes on issues and with interaction groups. Each 
of the twenty-five superintendents in the sample was asked to indicate (1) 
highest degree obtained and university attended, (2) age, (3) living status, 
(4) length of time employed by the district, (5) number of years as super-
intendent in the district by which currently employed, in other districts, and 
total number of years as superintendent, and (6) three factors, in order of 
importance, that beet characterize the respondent's role as an administrator. 
The following factors are the forced choice options presented to the respon-
dents for selection of three self-characterizations in rank order of sequence: 
(1) coordinator and facilitator, (2) business executive, (3) teacher, {L) 
consultant and advisor, (5) salesman, (6) politician, (7) enforcer, (8) change 
1 
agent. 
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Section II utili2es a forced choice selection of one out of two alter-
natives proVided for the respondent to indicate whether (1) using style of 
influence or (2) developing programs based on what he thinks is needed to 
achieve goals or objectives is more important in the role or a superintendent. 
The first alternative places emphasis on utilizing leadership style in order to 
obtain cooperation and consensus among school board members, principals and 
staff; teachers, parents and community; and translating their educational desires 
and objectives into programs. 'Ihe second choice identifies a goal oriented 
chief school officer who takes the initiative to develop goals and objectives, 
projects these goals and objectives downward through a communication process to 
the five selected reference groups with which he interacts, and solicits their 
cooperation to implement these goals and objectives. 
'Ihe distinctim bebeen these two choices is a crucial one for the 
purpose of this study. Exceptional effort was made during the interviews to 
explain the distinction and i te intent. FUrther clarification was conveyed by 
explaining that the difference between the two concepts is the difference between 
(1) accepting ideas and desires from other people, and (2) developing one's own 
ideas and progratllll to satisfy educational needs. It is a difference between (1) 
implementing what others think is good for the educational system, and (2) what 
the superintendent thinks is good for the system. On the basis of this 
1v. A. Adam& and ,T. E. Doherty, "A New Kind of Superintendent," School 
~anagement, XIV (February, 1970), P• 34. 
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preliminary explanation, respondents were asked to indicate which or the two 
theY felt is more important in their role as a chief school officer. "Do you 
place more emphasis on (1) leadership style or (2) goal roranlation and attain-
ment?" This distinction seems to be a critically important part of this study 
since it may point to what proportion or the superintendents interviewed define 
their roles in terms of active behavior, that is, causing action or change, 
rather than in terms or re-active behavior in which the superintendent is 
responsive to ideas and desires of others. The question was also designed to 
determine how this distinction shows up in actual self-perceived operating 
terms, namely, leadership processes. In other words, how does the superintendent 
who subscribes to a more active role definition compare with his colleagues in 
terms of objectives, priorities and essential leadership processes (to be 
measured on L:ikert•s modified System 1 to 4)? 
The construct of operating characteristics and corresponding operating 
2 processes, utilized in the questionnaire tor all five groups, is given below: 
IT™ OPEFATING VARIABLE OPEF..ATING PROCESS 
a. Supportive Behavior Degree of Confidence 
b. Motivational Forces Amount of Responsibility 
c. Coml'l'llnication Interaction Amount of Interaction & Communication 
d. Interaction Influence Amount and Character of Interaction 
e. Goal Setting Manner in which Usually Done 
A lllajor issue was interrelated with the operating variable and the combination 
2see Questionnaire in Appendix A. 
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of 8 major issue with an operating variable constituted the operating 
characteristic. The operating characteristic was related to the interaction 
groupe. The self-perceived reaction to the situation in terms of the inter-
related issues and variables was indicated by the respondent on a rating scale 
ranging from 1 to 20. This scale was provided to measure the self-perceived 
operating process which, in Likert•s explanation, describes a behavior of an 
administrator and which can be best defined as leaderehip.J 
The same operating characteristics and related operating processes, as 
shown in items "a" through "e" above, were used for all f'ive interaction groups. 
Major issues are variables, and one of the major issues was interrelated with 
each of the operating variables in fornnlating questions "a" through "e" in 
the questionnaire. For example, in the interaction process with the school 
board (the interaction group) the superintendent exhibits a supportive behavior 
in terms of confidence and trust (operating characteristic) on matters or 
school board budget decisions (major issue) and his reaction to their decisions 
on budgets may exhibit varying degrees of confidence and trust (operating 
process). This degree of confidence may be measured on a twenty point scale 
designed in a manner that will indicate the self-perceived leadership process 
corresponding to the appropriate range of points on the scale in ascending order. 
Each segment contains f'ive point values and is identified by the particular 
process described by a leadership style. F.ach five point value segment is 
described as a System, beginning with System 1 and proceeding through System 4. 
Assume from the above exaMple that the superintendent has no confidence 
~ensis Likert, The Human Organization, p. 72. 
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and trust in the school board's decisions on budgets and selects the third 
point value on the ecale under ''Have no confidence and trust." 
1 2 
None Condescending 
i x t 
3 
Substantial; 
Wants 
Control 
- ! 
4 
Complete 
The superintendent answering in the above manner receives three points on the 
scale and falls into the authoritative exploitive leadership process on this 
operating characteristic in hie interaction with the school board. The range 
of point values for each ~stem and leadership process is as follows: 
SYSTEM 
1 
2 
3 
L 
POINT RANGE 
1 - 5 
6 - 10 
11 - 15 
16 - 20 
LEADERSHIP PROCESS 
Exploitive Authoritative 
Exploitive Benevolent 
Consultative 
Participative Group 
Maj or issues vere interrelated with operating variables. Five such 
interrelationships were formulated for each of the five interaction groups. 
Therefore, twenty-five interrelationship matrices contained in the question-
naire wi 11 be quantified, combined and analyzed. The interrelationship betveen 
the operating characteristics, items "a" through "e" above, and selected major 
issues for each reference group are outlined as follows: 
INTERACTION 
GP.OUP 
1 School Board • 
2. Principals 
and staff 
J. Teachers 
4. Parents 
5. Community 
VAFIABLE 
(a) 
(b) 
(c) 
(d) 
(e) 
(a) 
(b) 
(c) 
(d) 
(e) 
(a) 
(b) 
(c) 
(d) 
(e) 
(a) 
(b) 
(c) 
(d) 
(e) 
(a) 
(b) 
(c) 
(d) 
(e) 
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inter 
related --- MAJOR ISSUE 
with 
Spending; budget decisions. 
Developing board policies. 
Improving administrative techniques 
& developing competent school staff. 
Maintaining good relations. 
Encouraging curricular innovations. 
!Udget decisions. 
Improving quality of teaching. 
Improving supervisory techniques. 
Policy matters. 
Curricular innovations. 
Elldget decisions. 
Improving quality of teaching. 
Improving relationship between 
teachers and administrators. 
Policy matters. 
Curricular innovations. 
Spending tax dollars wisely. 
ImproVing quality of teaching. 
Communication on school progress 
and problems. 
School discipline. 
Curricular innovation. 
Spending; bond issues. 
ImproVing quality of teaching. 
School problems and progress. 
Influential people in community. 
Improving school-community relations. 
School Management4 recently mailed a tour page questionnaire to 776 
superintendents, selected at random from throughout the United States. Of the 
total questionnaires mailed 360 were completed and returned. One of the questions 
asked the respondents to indicate which problems will receive their top priority 
LAdams and Doherty, "Suml!'lary: Superintendent &'urvey," p. JS. 
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attention in order of importance during 1970. Results of the survey revealed 
that the nation's superintendents consider the following issues to be the major 
problems in 1970. Problems are listed in rank order of priority. 
PROBLF.M RANK 
Improving the quality of teaching. 
Encouraging curricular innovations. 
Bldgets. 
Keeping community informed of school progress and problems. 
Teacher negotiations. 
Improving management techniques. 
Developing competent administrative staff. 
Developing written board policies. 
Maintaining school discipline. 
Avoiding controversy with the community. 
Avoiding controversy with staff. 
Dealing with student activism. 
1 
,... 
c. 
3 
4 
5 
6 
7 
B 
9 
10 
11 
12 
The liBt of priority issues determined for this study from a reView of 
current professional literature, discussions with classmates in administrative 
positions, and querries made of school superintendents known to this writer, 
excludes several problems gleaned from the School Management survey. Teacher 
negotiations, development of a competent administrative staff, avoiding contro-
versy with the community ano staff do not appear to be at the top of the list 
of crucial problems faced by superintendents in suburban communities of Cook 
County. Problems may exist in isolated cases, but there is no indication that 
thee;e problems are on the list of major issues faced by suburban Cook County 
school superintendents. 
Two issues interwoven into the questionnaire but not contained in the 
School Management survey are: interaction ~ith influential people in the 
community and a focus on the need for improving school-community relations. 
The latter may be a variation of the problem listed in the results of the above 
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survey, namely, avoidance of controversy with the community. 8tudent activism, 
given as a major problem in the survey, is closely related to the problem of 
student discipline. A comparison of the issues selected for this study ~ith 
isEues resultant from the School Management survey indicates that use of the 
issues selected as operating variables in the operating characteristics intro-
duced in the questionnaire is valid. 
The major issue holding first place in order of priority for superin-
tendents in Northern Cook County appears to be the availability or funds to 
maintain and improve educational facilities. The traditional vision of suburbia 
has almost entire~· faded. Many suburban communities are in deep financial 
trouble. As urban expatriates continue their quest for the golden fleece in 
suburbia, ominous signs are cropping up. Heavy reliance on the property tax 
to finance essential services has boosted rates to levels often higher than 
those in the choicest areas of Chicago. The suburban tax payers' revolt is not 
fiction. Voters in such communities as Park Ridge have turned thumbs down on 
more school bond issues than they have passed in the last five years. Suburban 
county budgets have been pushed out or shape by demands for funds to increase 
and improve educational facilities. Poverty pockets stick out like sore thumbs 
in Cook County around Chicago and other suburban locales where affluence is the 
norm. 
In this study reference will be made to "affluent comuunities," only for 
the purpose of designating the geographic location of the wealthier suburban 
COllllllU.nities whose school districts have been selected for this study. The 
degree of affluency aecribed to a suburban conmn.mi ty is in no way related to 
the level of the aseessed valuation per pupil in terms of below or above the 
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average assessed valuation per pupil for the entire Northern portion of Cook 
county. The only intent of referring to affluent conmn.mi ties was to focus on 
the disparity between the financial problems of some districts serving such 
communities and the above average wealth of its citizens as evidenced by the 
types of homes they own and the occupational positions they hold. 
A good case in hand, although not among the districts selected for this 
study, is Evanston. Robert c. ~heeler, community development group manager for 
that city, says that Evanston, like many other Cook County suburban areas, will 
need more resources to solve its problems not only in the area of education, 
but in other municipal service areas as well. Since the property tax pays for 
almost all of them and more, the strain on local budgets is tremendoue.5 So, 
it appears that the major issue on which superintendents in Northern Cook 
County will focus their attention is the problem of budgets and wise use of 
tax revenue • 
'lhe selected operational characteristics contained in the original Ll.kert 
questionnaire have been modified for this study to include the selected issues 
and interaction groups or persons as independent variables operating in the 
superintendent's leadership processes. 'Ihe modified questions adapted from the 
Likert questionnaire and the hypotheses of this study were tested on and 
evaluated by jurists consisting of classmates, five superintendents known to 
this student, and five business executives holding responsible positions with 
titles of Vice President (4) and President (1). The intent of testing 
5~.,...,,..----..... ' "The Golcen Days Are Gone in Suburbia," Business Week, 
No. 2140 (September S, 1970), PP• 35-39. 
109 
questione on the latter group "Was to subject the questions to an evaluation by 
disinterested third parties in administrative positions. The suggestions and 
recommendations resulting from their evaluation 'Were incornorated in the final 
mocification of the characteristics and procesaes contained in the questions 
to be used for this study. 
The interview technique was u~ed to administer the questionnaire. 
Approximately one hour to;as devotee! by each o:f' the twenty-five superintendents 
to the interview and questionnaire. Each question was arranged as a continuum 
with a range from exploitive authoritative through group participative. Four 
leadership styles identified by the corresponding operating processes, as 
adapted from Likert•s operational characteristics, have been placed on a rating 
scale. 'rhe respondent incicated the degree of his cogni t.ive perception of the 
leadership style in his interaction with a specific group, and on a stated 
issue, on a 20 point scale. Each segment on the leadership variable contains 
a dimension or five possible selections. Respondents were instructed to indi-
cate on the scale, by check mark for each variable, ho'W they perceive them-
selves in that particular situation. Each item was tested as a continuous 
variable .f'rom the extreme at one end to that at the other. Respond"nts were 
asked first to select the operational process and, second~, to indicate the 
degree of their self-perceived reaction to that process. 
Because of the many variables inherent in the questionnaire, the rating 
response items were carefully watched for any potential response bias. This 
cannot be ascertained solely through the instrumentalit~ of the questionnaire 
given to a subject on whom data is being collected, particularly when selection 
is made on a continuum. 
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L~ means of the interviel-1, it is possible to secure many data that 
cannot be obtained through the less personal procedure of distribiting 
a reply blank. People generally do not care to put ccnfidential 
information in la'i ting; they may want to see who is getting the infor-
ma.ti on and receive guarantees as to ho'W it 'Will be usec; they need the 
stimulation of personal contacts in order to be "drawn out" ••• Further-
l'llOre, the interview enables the researcher to follow up leads and take 
advantage or small cluesJ in complex material, where the development is 
likely to proceed in any direction, no prepared instrument can perform 
the task. Again, the interview permits the interviewer to gain an 
impression of the person who is giVing the facts, to form some judgment 
of the trgth in the facts, to "read between the lines" things that are 
not said. 
'!he questionnaire was reVised so that every other item in each section 
corresponding to the interaction group was reversed on the continuum. The 
"exploitive authoritative" operational process was placed on the right of the 
continuum for about half of the questions, and "group participative" was 
placed on the right for the other half. The reason for this was to minimize 
the error due to response set, name~t, the tendency displayed by some persone 
when all of the items have the same relative position from left to right -- to 
check every item on the page at about the same point. Questions relating to 
the five operating characteristics were mixed within each section for the same 
reason. However, questions from one section were not mixed with questions from 
other sections. 
The interchange of items and reversal of operational processes on the 
Likert scale in each of the five parts of the questionnaire were arranged in 
the following questionnaire format: 
6carter v. Good, A. s. Barr and Douglas E. Scates, The Methodology of 
!ducational Research (New York: Appelton-Century-Crofte, Inc., l9LI), p. 378. 
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1 2 l 4 5 
-
8 - a a - a (P) a - c a 
- d (R) a - e 
b - c b - b b - e (R) b - a b - b (H) 
c - b (R) c - c (F) c - d c 
- e (F) c - a 
d - e d - d d 
- a (R) d - b d - c (P) 
e - d (P.) e - e (R) e - b e - c (R) e - d 
The number above each column represents the interaction group with which the 
superintendent perceives his leadership style on a specific issue. LetterE 
to the left of each column represent the original, sequential order or the 
items or operational variables around which questions were developed. The 
letters to the right of the column sho~ how the questions were re-positioned on 
the scales contained in the questionnaire completed by superintendents at the 
time of interview. 'lhe letter "F", in parenthesis, indicates that the 
operational processes for that question were reversed on the scale. For 
example, in group one or part one (1) of the questionnaire, addressed to "School 
Board Members," item (c), "communication interaction," which is the third 
operating characteristic in the original listing, hae been repositioned as the 
( second item in the questionnaire under item (b). In addition to repositioning 
this item, its operating processes were reversed on the scale so that the 
degree or intensity or the process perceived by the superintendent proceeds in 
descending order rather than ascending order. 
Sample 
This study was confined to superintendents of districts located in the 
Northern Cook County suburbs of Chicago. The selection of superintendents was 
based on an analysis of the assessed valuations per pupil for all school 
districts in the Northern portion of Cook County. Twenty-five (25) school 
superintendents from school districts below the median assessed valuation per 
,, 
,I 
I 
i\ 
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pUPil for that portion of Cook County were selected for this study. All 
districts below the median figure are of the K-8 grade designation. 
Definition of Terms 
Isadershie 
-
Leadership is defined as an interpersonal interaction influence, requiring 
supportive behavior on the part of both the follower and the formal leader, 
exercised in situation and directed, through the corrmunication process, toward 
the attainment of a specified goal or goals. This definition is a synthesis 
of elements contained in the definition given by Tannenbaum and in Likert•s 
operational characteristics which, combined with processes, determine leader-
ship style. 7 
t.adership Style 
Leadership style is an operational process of the leader on a given issue 
or in a given situation, and in his interaction with an individual or group, to 
attain a specified goal or goals. The interaction may result in a process 
which is exploitive authoritative, benevolent authoritative, consultative, or 
participative group. The first three are degrees of an autocratic style and 
the last is a democratic style. 
Goals 
-
"Goals are a functional expression of some larger ideals, which are the 
?Tannenbaum et al., op. cit., p. 24 and Rensis Likert, The Human 
Q!gan12at1on: Its Management and Value, pp. 196 - 211. 
1, 
I 
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social expectations for the school. 118 Goals can be further defined as state-
1118nts of objectives that are specific statements of behaVioral outcomes for 
some educational activity. 'Ibus, if goal A is to improve instruction in read-
ing, there may be two or more objectives relating to that goal. The first 
ll!ight be that successful participants ~ill be able to identify reading diffi-
culties using diagnostic tests. A 3econd objective might be that participants 
will be able to apply appropriate instructional procedures for diagnosed read-
ing difficulties. Appropriate activities for reaching the objective of 
diagnosing reading difficulties would be developed, programmed and implemented. 
'lhese objectives would support the attainment of Goal A and Goal A would serve 
to support a broad goal, namely, to improve the quality or learning or teaching. 
wben a broad goal is in view, then any number or activities and programs could 
be selected and developed toward attaining the broad and more specific goals. 9 
For the purpose of this study, goals will be related to the superin-
tendent•s decisions to develop programs on what he thinks is needed to achieve 
educational objectives which would proVide the best possible education or stu-
dents in the comnunity. Goals can be tangible and intangible. 
If there ie a high degree of goal intangibility, goal attainment can 
still be maximized by keeping tangible goals directed toward the 
8Ben M. Harris & Wailand Bessent, In-Service Education (Englewood 
Clitfs, N. J.: Prentice-Hall, 1969), p. 29. 
9 ~., PP• JO - 43. 
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central intangible goals, but it is reduced by displacing tangible 
goals to peripheral goals of system maintenance.10 
aoals are viewed as programs which can proVide adequate guidance for ~roup 
action, intended for fulfilling educational needs and not designed to maintain 
the organization or educational system primarily as an end in 1 teelf. 
&xploi tive Authoritative 
-
The exploitive authoritative style is an autocratic style of leadership 
which is characterized by a reactionary effort to maintain or change the exist-
ing order by imposing practices approved by the leader. Its main features are 
imposition and domination and its only interest is in the attainment of some 
pre-determined goal. This style elicits obedience to directives, uses fear as 
a motivating practice, exhibits no confidence in interaction groups, and 
operates in a d01f?Nard communication mode most of the time. 
Benevolent Authoritative 
'Ibis type of leadership is an autocratic style or leadership which is 
paternalistic in scope. Its policy is to direct and control participation in the 
plan of supervisors. Pre-determined plans are imposed and only a minimum or 
suggestions and modifications are received. Very little consideration is given 
to individual needs or interests. 
1<\r. Keith Warner and A. Ellgene Havens, "Goal Displacement and the 
I(ntangibility of Organizational Goals," Administrative Science Quarterly, XII 
March, 1968), p. SJ9. 
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consu 1 ta ti ve 
This style is a benevolent autocracy leaning toward participative group 
action. It hopes for voluntary participation in carrying out plans of 
superintendents. Predetermined plans are imposed but suggestions and modifica-
tions 11ithin them are given a hearing. Degrees of coneideration are given to 
individuals, but they differ with situations, or, according to Likert, they 
differ depending on the issue and person(e).11 
Participative Group 
This style of leadership uses the principle of supportive relationships, 
group methods of supervision, high performance goals and well-organi2ed plan of 
operation. Its main features are a cooperative group for1111lation or approval of 
policy and program, and consideration of individual needs and interests in 
efforts to attain specific goals or objectives. 
Supportive Behavior 
This term refers to the exhibited or self-perceived behavior of superin-
tendents towards others, in their interaction relationship with others. It is 
an independent variable which measures the extent to ~hich superintendents have 
tnist and confidence in subordinates or persons and groups with whom they inter-
act. ~ben this behavior ie changed, in terms of corresponding operating 
processes, it could cause other operating variables to change, also in terms of 
their operating processes. 
1\.1111am H. Burton and Leo J. Brueckner, op. cit., pp. 66 - 67. 
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Motivational Forces 
These are the kinds of influence that a leader exerts on his organization 
and can be measured by degrees of behavior in support of the organiration•s 
goals. These forces can either reinforce each ether in support of goals, or 
can create conflicts which reduce substantially the support or crganirational 
goals. 
Communication Process 
The amount of interaction and communication aimed at achieving the 
organization's objectives determines the nature of the communication process. 
The information now can be downward, upward and with peers. The amount of 
1nteractian and communication is related to the type of leadership style 
employed by the superintendent in his interaction with specific groups. 
Interaction Influence 
This is an interaction facilitation or behavior which serves the function 
of creating or maintaining a network or interpersonal relationships among group 
members. 
Goal Setting or Goal Emphasis 
The manner in which the superintendent sets programs and provides 
effective work methods facilities, and technology for the accomplishment of 
stated goals or objectives describes goal setting behavior. 
Data Analysis 
The responses of the superintendents to the items in the questionnaire 
Vere categorized, ueing the modified Likert scale. Tally work sheets were used 
to record directly the responses from the respondents• questionnaires. Using 
b 
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the numeric scale, from one to twenty, the mean of each operating process as 
related to the operating characteristic for all five interaction groups was 
calculated and converted to a score. Specific item scales ~ere reversed to 
obtain uniform scoring. Graphic profile sheets were prepared to faci l1 tate 
scoring and plotting of profiles for both groups: the goal selectors and the 
leadership style selectors. Final scores and profiles have the "exploitive 
authoritative" process at the left and the "participative group" on the right. 
Hypothesis I was tested by comparing the percent of responses to questions 
1 and 2 in Section II-B of the questionnaire. Hypotheses II through VI were 
tested by calculating the mean of numeric values or responses on each scale. 
Results were split into two groups, namely, those superintendents who chose 
leadership style and that group which chose goal selection as more important 
in their role as superintendent. 
The questionnaire-interview analysis was diVided into three parts: (1) 
an ana~sis of the combined responses of leadership style selectors and an in-
terpretation of the calculated means and scores for each scale, all five scales 
for each reference group and all twenty-five scales for the five reference 
groups; and (2) the same analysis, as above, for the goal selectors, and (3) 
a combined analysis of leadership style selectors and goal selectors. 
Means (iii) of responses on each scale were converted to scores along a 
System 1 to System 4 continuum by assuming that System l covers the range from 
l.oo to 1.99, System 2 covers 2.00 to 2.99, System 3 covers J.O to J.99, and 
System 4 covers 4.00 to 4.99. F.ach system corresponds to the self-perceived 
leadership process ranging from exploitive authoritative to participative group. 
The fort11Ula for converting the means to scores along the continuum is: 
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Score • (observed m) 4 + 1.00 
,0 
Total points, the means of the points aesigned to the responses, and the scores 
or the converted means for each scale, combined scales by each interaction group, 
and combined scales for all interaction groups were calculated for each 
respondent group and for the two-groupe combined. A comparative analysis of' 
these statistics was made and an interpretation of the data supported by an 
analysis of' the information collected from the interviews was used to test the 
hypotheses. 
An example or h01f the scales will be presented and how to interpret the 
data is given below: 
1 2 3 4 
~ _J 1 I i 1l2•2+1!2 2i2J1!1 
(1) 6.67% (8) 53.33% (6) 40.0% 
{Points: 214 m = 14.00 s = 3.80) 
1. The number above each five point segment on the scale represents the 
type of leadership process as perceived by the superintendents in their reaction 
to the operating characteristic, which is a combination of the specific operating 
variable and issue, in their interaction with the reference group(e). 
2. The number on the scale represents the trequency of superintendents 
eelecting the particular point value response on the scale. Point values range 
from l to 20, from left to right on the continuum. 
3. The number in parenthesis represents the total number of superintendents 
selecting responses within the range of a given leadership process - System 1, 
2, 3 or 4. 
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4. The number next to the parenthesis is the number of superintendents 
selecting responses within the dimensions of leadership and converted to a 
percentage. 
5. Points are obtained by adding the point values by using a range of 1 
to 20 for each item. Each point value is multiplied by the frequency within 
that point value and all products are added to obtain total points on the scale. 
6. After the points on each item have been obtained, the mean (average) 
score (ro) is computed. Similarly the mean score on selected and all items for 
each group anc combined groups of respondents will be computed for their total 
scores. Profiles for each group and combined groups wi 11 be drawn by plotting 
the average score ot all respondents for each item. 
7. "S" repreeenh the means (iii) converted to scores. The conversion 
formula was explained on page 118 of this chapter. 
B. To interpret the above graphic representation, the operating charac-
teristic, the interaction group, and the description of leadership processes 
1111st be given. In the above example, the operating characteristic is the 
"extent to which my motives conflict with or reinforce one another in written 
policies;" the interaction group is the school board; the leadership nrocesses, 
defined by leadership styles, proceed from System l to Syst~m 4: (1) marked 
conflict reducing support of policies, (2) conflict often exists but occasionally 
Will reinforce my motives, (3) some conflict, but often will reinforce my 
111otives, and (4) motives generally enforced in substantial and cumulative manner 
to support policies wholeheartedly. The data represent responses of leadership 
style selectors. 
The above scale reads as follows: only one leadership style selector 
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(Group A) or 6.67 percent or the responses from that group selected the 
Benevolent Authoritative leadership process. Eight or 53.33 percent selected 
responses within the range of Consultative and six or LO.O percent selected 
responses in the Participative Group style. Total points equalled 214; the mean 
score (average} is 14.00 and the converted mean(e) is 3.80. The self-perceived 
leadership style selectors operate in the System 3 dimension, namely the Con-
sultative style. The mean score of all the responses measures the style as 
being very close to Participative Group. In their interaction with School Board 
Members on policy matters, superintendents as a group would appear to exercise a 
benevolent autocratic style of leadership, leaning toward participative group 
action. 'l'hey propose, recol1l!llend, expect a hearing, and hope for the Board 1 e 
voluntary acceptance of their policy recommendations and modifications. 
Hypothesis I 
Superintendents, in their administrative roles, are more concerned 
with goal setting than with leadership proces8es. 
The first hypothesis deals with determining whether superintendents, in 
general, place a greater priority on setting goals or exercising leadership 
stl·les in their administrative role as chief officer. Disciplinary problems 
With students at the elementary and junior high school levels; teacher strikes 
for purposes of demanding a better salary and a stronger voice in shaping school 
Policy; pressures from parents, calling for more say in hiring and firing 
school staffs, in developing curriculums, in determining student services;l2 
12Luvern, L. Cunningham and Raphael o. Nystrand, "The Search for Strength 
in Local School Leadership," The American School Board Journal, CLV (April, 
1968), p. 8. 
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the profession's quest for responsibility and accountability; 13 the increasingly 
deep, pervading strength in community control or the schoolslL -- and many other 
developments that have erupted within the past few years, provide the backdrop 
of tough problems requiring search for leadership in local school affairs. The 
1ssues on which superintendents focus their attention in their role as chief 
school officers are surrounded by such developments. The interrelationships 
between issues and recent developments influence the superintendent's historical 
utilization of leadership processes. 
The setting prompts some to call for an "educational superman," and may 
cause others to enumerate divine qualities as prerequisites for the super-
intendency. Pairing these demands With the obvious need to find candidates from 
the real world, and not the exclusively theoretical practitioners of leadership 
who operate by analogies from political science, it appears that the successful 
school superintendent, today and in the future, U'llst be: 
1. or impeachable integrity and good will; 
2. A general, broad-gauged adminietrator instead of a specialist; 
3. Ready to view his role as that of community rather than school leDder; 
4. Dedicated to 1mproVing as well as maintaining the school system.l~ 
The qualities expected of superintendents in each of the foregoing 
categories are these: 
lJn. D. Darland, "The Profession's Cuest for Responsibility and Account-
ability," Phi Delta KapPan, Lll (September, 1970), pp. 41-44. 
14stanton Leggett, "Thirteen Imperatives for Boardei in the Seventies," 
!tie American School Board Journal, CLVIII (October, 1970), P• 19. 
l5cunningham anc Ny strand, "The Search for Strength in Local School 
leadership, 11 p. B. 
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1. He must inspire trust; he must possess the ability to present an un-
empeachable image, to inspire local commitment to education and to guarantee the 
openness and above-board nature of school affairs. A superintendent possessing 
these leadership qualities should enhance the ability of the local public school 
system to tolerate, even benefit from, controversies surrounding local school 
activities. The superintendent kno~n for these qualities may not always see 
things the way his interaction groups see them, but the highest praise that 
local citizens can afford him is that he is a fair man. 
2. He must possess a variety of talents. The measure of his success will 
be his ability to work with others in defining purposes and goals and organizing 
programs to attain them. He shoulc possess the ability to recognize and defer 
to the special expertise of his principals, staff members and teachers, while 
consistently serving the interests of the total school community. 
3. He must lead the total community. He must be responsive to ideas put 
forth by housewives and merchants as he is to the suggestions of corporation 
executives and school principals; but, he must also take the initiative to 
develop ideas and programs to meet the educational needs of his school districts. 
As an administrator, he has the responsibility to involve citizens in determining 
goals and to explain the nature and the basis for their judgments to the interested 
public. 
4. The fourth quality is to be able to innovate as well as maintain. 'Ihe 
successful superintendent must find a middle road. a.it, he must recognize 
changing needs within the school system and not allow it to atrophy or die from 
internal malfunction. One of the roles of a superintendent can be defined as 
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that of change agent or innovator.16 
Leadership styles can, therefore, maintain and sustain systems. Goals will 
continue to sustain the maintenance of systems through programs which are 
developed to meet the changing educational needs of the community. 'Ibere is a 
difference between maintaining and sustaining. A system can be maintained in 
ite unchanging form ane a leadership style is applicable to this type of 
setting. Sustaining a system refers to feeding that system ~ith new programs in 
order to meet the challenge of changing needs. The first hypothesis implies 
that the majority of superintendents embrace the concept of sustaining rather 
than maintaining the system. In practice this concept places priority on goal 
setting and goal attainment. To sustain the school system, the superintendent 
must possess good planning ability. 
Contlicting pressures upon school leaders is convincing evidence 
of the need for planning capability. Planning in education is made 
difficult by the ambiguities that often surround school purposes and by 
the lack of scientific certainty about any particular educational 
approach. The task of the educational planner is, therefore, at least 
threefold: (1) responsibility for leadership in cefining educational 
purposes (or goals); (2) development of approaches to accomplish these 
purposes; (3) continuous monitoring of the processes of purpose-defining, 
approach developing and program implementing, with the acknO\lledgement 
that the results in one area may dictate the redefinition of purpose or 
approach in another.17 
The educational leader who places priority on leadership style exerts his 
efforts to produce complete com11JUnity consensus regarding the school program. 
The goal oriented educational leader exerts his efforts in open, purposeful 
16Supra, pp. 8 - 11. 
17eunningham and Nystrand, "'!be Search for Strength in Local School 
Leadership,'' p. 9. 
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planning which ld.11 lead to stronger educational programa, but such efforts 
clearly will not produce complete colllllllity consaneus at all times. 
To make an ini t.ial identification or euperintendenta who lean toward the 
leadership style role and those who tend toward a more torce.tul definition ot 
the euperintendency role, each interview With the twenty-five superintendents 
querried tor this study was preceded by a diaousaion and explanation ot the 
diltinCtion between the two types ot administrative orientations. Sect1on II-B 
ot the questionnaire contains the two al tarnat.i vea from which the inteniewee 
selected his priority choice. Results or the responses to each ot the two 
alternatives are given below. 
Questions Which of the following alternatives do you consider more important 
in your role as Superintendent? 
GROUP RESPONSES NUMBER PERCFRT 
A Using style of influence 15 60% 
B Goal setting and attainment 10 !!._()% 
TOTAL 2$ 100% 
The more responsive definition, A, was chosen by fifteen, or sixty percent 
I 
" ot the superintendentaJ the more active definition, B, was selected by ten, or 
torty percent or the superintendents. Thus, a Bigrd.ficant minority or the 
rtapondenta did differ With the majority, in a vel'1 basic sense, over the 
QUeation ot salt-perceived role definitima. 
Four respondents ot the aelt-perceived goal oriented group took exception 
to the diStinction between the two salt-perceived roles. A superintendent ot a 
lllldium lize North Shore school district with a 4,600 pupil population, eight 
attendance centers, and 221 teachers, stated that the practice of leadership and 
I 
I 
I 
125 
setting of goals are overlapping concepts of leadership style. Both ingredients 
inust be present, but he did affirm that emphasis must be placed on leadership 
style. 
Another superintendent who took issue with the distinction between the two 
roles administers a large district in the far Northwest portion of Cook County 
containing a pupil population of nearly 10,000 in seventeen attendance centers, 
and employing 435 teachers. He stated: 
I tend to reject this absolute dichotomy. It seems to me that any-
one worth his salt does both. Styles of influence, tactics, etc., are 
actually outgrowths of one's goals and objectives towards which he 
strives. Goals must be established and in the process of attaining them, 
the gooc administrator shifts from one leadership style to another, 
depending on the issue, the surrounding circumstances, and the people 
with whom he deals. 
The third respondent who did not accept the separation of the two 
activities is superintendent of a district also located in a far Northwest 
suburb of Cook County. His school district contains a pupil population of 
nearly 11,000, enrolled in fifteen attendance centers, K-8 designation, and 
employs 527 teachers. He stated that it is impossible to separate leadership 
style and goal setting because every administrative activity involves, in some 
way, a combination of goals and styles. 
The fourth superintendent, also making a point of the inseparability of 
the ~o concepts, stated that goal setting or goal orientation must also include 
a major emphasis on leadership style. He objected to the distinction betlleen 
the tlilo approaches to the study. He does not in any way equate the process or 
maintairing a status quo of the organization with leadership. Administering 
hol;-
eolely for the purpose Of maintaining the system iSAidentified With leadership. 
Leadership to this respondent, who is also a superintendent of a medium site 
L 
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North Shore district with a school population of approximately 5,200 pupils, 
nine attendance centers, and 255 teachers, means innovation, setting goals, and 
working towards the attainment of goals by soliciting the cooperation of all 
those groups and persons who are involved in the school district. In defining 
his leadership style, he emphasized three self-characterizations of his role as 
superintendent, namely, (1) coordinator-facilitator, (2) consultant and advisor, 
and (3) change agent. 
All of the above four respondents, however, accepted the premise and 
underlying assumption to leadership that a superintendent, in exercising a 
leadership process, may place more emphasis on goal setting than on a leadersldp 
style, and that, in fact, the choice was a forced response in favor of goal 
setting as being more important than practicing a leadership style in their role 
of superintendent. The remaining six respondents from the goal oriented group, 
Group B, accepted the distinction between alternatives without question. 
Only one l!IUperintendent from Group A (leadership style), in charge of a 
small North Shore school district with a pupil population of less than 1,000, 
K-8 designation, two attendance centers and employing less than thirty teachers, 
selected leadership style over goal setting because he felt that the school 
board should be responsible for setting goals. His comment on the distinction 
between the two roles was as follows: 
I place my emphasis on leadership processes over and above goal 
set.ting. To be a good leader, I must be a good follower. What gooc is 
it, if one has many sophisticated goals and objectives, but cannot lead. 
I administer the school district and implement the goals established by 
the Board, which has been empowered by statute as an arm of legislature 
to establish policies. If :! t is the responsibility of the Board to set 
policies which determine the goals, then my role as chief school officer 
is to be concerned more with leadership style through which I invoke 
full participation and involvement or all concerned to implement these 
goals and policies. 
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Other comments by leadership style selectors on their rationale for 
placing priority on leadership style over goal setting are as follows: 
1. There is a basic philosophy which underlies the practice of 
administrative leadership, particularly in the field of education where 
the grid of interaction is fornulated by many groups projecting their 
ideas toward goal attainment. 
Administrative leadership is a different kind of ballgame. It is a 
personalized style that is characterized by a diffusiveness which per-
meates throughout the entire system ano organization. Its effect is 
modified by the personalities inherent in the indiViduals and groups 
which hold various positions in the system. Differing reactions tc the 
influence exerted by the leader nust be blended together into a har-
monious effort which will minimize the dysfunctional elements tending 
to disrupt unified goal attainment. 
The chief school executive must motivate towards cooperation. Crea-
tivity cannot be squelched; otherwise, professionalism in education may 
be reduced to systematic task performance, characterized by routinized 
work functions performed in a closure which would prevent entry of new 
ideas, innovatione and progress in educating chilciren. 
2. Leadership style is more important because the leader motivates 
the groups, such as, board members, principals, teachers, parents, com-
munity agencies and tax payers, to arrive at a consensus on ideas and 
progral1lB to meet the needs of the children in the conmunity. As a leader, 
I must assess these ideas, refine them, and with professional knowledge, 
I must integrate them into programs which can be accepted. Forcing pro-
grams into a school district without obtaining a consensus can make life 
miserable for any superintendent. 
3. Get along with everyone, smile and keep the board and parents 
happy, and you have good leadership and a pleasant existence. Why push 
programs -- the Board is the policy making board, the parents have their 
ideas on their children's existence in school -- why":Y.ock the boat?" 
Although there were as many different expressions on what constitutes 
leadership style as there were respondents in Group A, all but one superin-
tendent accepted the definition of leadership style and did not question either 
the definition or the distinction between the two alternatives. 
'!he only Group A responclent who took issue with the distinction is 
superintendent of a large school district in the Northwest portion of Cook 
I 
L 
Ccunty, with a pupil population exceeding 10,000, nineteen attendance centers, 
I 
I 
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and over 400 teachers. His rationale is expressed in the following comments: 
Generally, I place e111Phasis on leadership process, but it depends 
on the issue and the situation whether I place more priority on goals 
or leadership style. If by goal setting you mean that I want something 
done without going through all the red tape of getting it done, then I 
would say that, with teachers, I take that approach through my adminis-
trators. At that point, I am not concerned with leadership style either 
with my administrators or teachers. 
The respondent also stated that emphasis on leadership style may be 
feasible in one school and its immediate community and a focus on goal setting 
woulc be more appropriate in another school setting. It appears that this res-
pendent prefers to cut into slices all the various ramifications of the entire 
echool district organization and to select the appropriate alternative, depen-
dent on the type of sub-community, the organization and personnel in a specific 
school, the real issues which constitute the specific problems related to a 
particular school, and many other variables, all of which combine into a 
pattern differentiating one situation from another. The respondent indicated 
that his district is fragmented by social levels, family income averages for 
the various locales in which the district schools are situated, educational 
attainments of the citizens or the community and parental interest in school 
activities. Negative attitudes were projected by this respondent towards 
parents, teachers and community. 
Fesponses to the question which was intended to make an initial icen-
tification or leadership style selectors and goal selectors are summarized in 
the following table. 
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Table 1 
COMBINED SUMMAPY TABLE FOP HYPO'llIESIS I 
VOLUNTAPY FOP.CED 
OPOUP ACCEPTANCE ACCEPTANCE TOTAL 
A (11+) 93.33% (l) 6.67% (15) 100% 
B ( 6) 60 i (4) 40 % (10) 100% 
Total (26) 80 % (5) ~ % 25 
Summary and Analysis 
Of Group A, only one or 6.67 percent of the respondents felt he was 
forced to elicit a response choosing leadership style over goal selection as 
more important in his role as superintendent. Four, or 40 percent of the 
respondents in Group B,took exception to the distinction between the two roles 
because they felt that leadership process and goal selection are two functions 
of leadership and cannot be separated. However, they made a forced choice 
selection indicating that the function of goal eetting is more important than 
leadership style. 
Five or 20 percent of the total respondents from the two groups combined, 
elicited a forced choice. Fourteen or 93.33 percent of the Group A respondents 
and six or 40 percent of the Group B reerponcents chose their selection 
voluntarily and without question. Twenty respondents or 80 percent of the 
total in the tvo groups combined accepted their respective priority choice with-
out questioning eeparabili ty or inseparability of the concepts by dP.fini ti on. 
There appears to be agree112ent among superintendents that leadership 
Procesees and goal setting are important elements of a superintendent's role as 
an administrator. Some superintendents questioned the validity of a real 
130 
diEtinction between leadership style and goal setting as t'Wo separate adminis-
trative function~. The leadership group (Group A) appeare to have no diffi-
culty in accepting their self-perceived leadership style as more important than 
goal setting. Group B, the goal oriented group, feels that goal setting is more 
important than leadership style, although forty percent or this group took issue 
with the distinction. 
A comparison cf the Group A and Group B responses may indicate that Group 
B consists of a more action-oriented cadre or superintendents than might be 
found in Group A. Groups A and B agree on both definitions, but Group B dis-
agrees more than Group A on the separation of the two elements into two eeparate 
administrative roles. 
The leadership style selectors appeared to be more concerned with ob-
taining consensus from their interaction groups. Goal selectors placed more 
emphasis on developing programs to meet educational needs of the community. 
lees than one-half of the leadership style selectors took the position that 
goals are established for them through school board policies and dPcisions. 
None of the respondents of the goal selector group indicated that goals are pre-
set or established by their reference groups before programs are developed for 
implementation. 
Throughout the interviews the leadership style selectors emphasi2ed the 
broad concept of a democratic style of leadership, whereas all goal selectors 
talked in terms of evoking and soliciting group participation. Leadership style 
selectors, as a group, indicated that ideas, suggestione, and recommendations 
on school programs require consensus and involvement of reference groups before 
decisions are made. The goal selectors placed more emphasis on decision IT18.king 
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••the crux ot the adlllinistrator•s role. One leadership style selector stated: 
lfllhe core of my administrative role is not decision making." 
'lbe above statement made by a leadership st7le eelector, with reference to 
bis decision-making role, is not in line with the conclusions of some studies 
which dealt with the decis1.on-maldng process of adlll1.n1.strators and executives, 
not on~· in the field ot education, bit also in other fields where the 
administrative f\mction is exercised. The responsibility for decision-making is 
allocated in such a way that deciaions will rest With indiV1duals who are in 
authority b)i' Virtue of their position and the possess1.on of a particular knawled1e 
or skill. A superintendent, to be an ettective leader, must exercise hie 
authority en the strength of his knowledge of education and skill in educational 
adlllinistration. Hence, he met make decin one to .tUli'i 11 the authority and 
responei bi 11 ty ot his adnd.ni strative role. 
To set goals and develop plans and programs tor the attainment of def'ined 
goals, the superintendent mst establish priorities; to establish priorities, he 
mst decide on what ie more important and what is leH important. This careful 
consideration or alternatives involves a decision-making process in which the 
superintendent is personally involved. Sixty percent of the respondents chose 
leadership style as more important in their role as superintendent, with the 
understanding that leadership style connotes the acceptance of ideas and desires 
from other people, rather than developing one's awn ideas on educational 
needs. Forty percent of the total number ot respondents chose goal selection 
as more importantJ but, of the goal selectora, forty percent felt that 
they were forced to make this choice. The responses appear to indicate that 
the majority of euperintendents are more concerned With leadership style 
rather than with their own initiative to decide on what goals should be set and 
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ilftPlemented, based on what they think is gooc for the school system. 
Hypotheses II, III, IV, V, and VI 
An organization, as a human social system, can be described in terms of a 
.runcamental dimension, namely, where it falls on Li.kert•e System 1 to System L 
continuum. A profile of organizational characteristics is designed to make such 
a description, using the following major categories: 
1. Supportive behavior 
2. Motivational forces 
3. Communication processes 
4. Interaction-influence processes 
5. Goal setting or ordering. 
Operational characteristics are a combination of the above characteristics and a 
selected problem or issue. The self-perceived reaction to the issue by superin-
tendents in their interaction with specific reference groups was measured on a 
modified Li.kart scale. The reactions were further identified by descriptions of 
the reactions, in terms of leadership processes, in accordance with the Likert 
findings. Leadership processes are identified by the descriptive behaviors ~hich 
are scaled along a continuum segmented into System 1 to System 4 dimensions of 
leadership styles. The styles are defined as exploitive authoritative, benevolent 
authoritative, consultative and participative group. 
As was mentioned earlier in this study, many variables have been interwoven 
into quantified form in order to determine how Group A and Group B super-
intendents interact with their reference groups on selected issues within the 
framelfork of the organizational characteristics. The interrelationship between 
the hypotheses is such that the treatment of data for one hypothesis at a time 
is not prac cally feasible. De;;.. ctio · ! and conclusions for each hypothesis 
L 
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~ill evolve from a gradual and progressive development of all quantified data 
which compare one group with another. 
'Ihe approach to the procedural analysis for testing the stated hypotheses 
is unique in that the first step will be to analyze all the responses on the 
questionnaire and supportive data from the interviews, and then to make con-
clusions from a further comparative analyeis of the means, scores and profiles 
of all quantified variables in all interactions and relationships of the 
variables. Therefore, each item in the questionnaire will be analyzed fir.at; 
all items for each interaction group will be combined for further analysis; and 
finally all items for all interaction groups wi 11 be combined for final analysis 
and comparison. 
The following is a presentation and analysis of the questionnaire items 
for the purpose of testing hypotheses II, III, IV, V and VI. 
H;ypothesis II 
Superintendents selecting leadership style over goal setting possess 
a higher degree of cognitive perception of their leadership process, 
~ithin a dimension that ranges from benevolent authoritative to 
consultative, in their interaction with school board members, principals 
and staff, teachers, parents and community. 
Hypothesis III 
Superintendents selecting goal-setting over leadership style possess 
a higher degree of cognitive perception of a participative leadership 
process in their interaction with school board members, principals and 
sterr, teachers, parents and community. 
Hypothesis 'IV 
Both groups of superintendents, those placing priority on leadership 
style and those placing priority on goal setting, possess a cognitive 
perception of their leadership process, which rarely operates in the 
exploitive authoritative leadership dimensions in their interaction with 
school board members, principals and staff, teachers, parents and 
oommuni ty. 
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Hypothesis V 
Euperintendents• cognitive perception of leadership style varies 
on each relevant dimension of leadership processes, ranging from exploitive 
authoritative, benevolent authoritative, consultative, to participative, 
depending on their interaction with school board members, principals 
and staff, teachers, parents and community. 
Hypothesis VI 
Both groups, the goal selectors and the leadership style selectors, 
do not perceptually adhere to the traditional theory of a "democratic tt 
or participative leadership process at all tillles. 
In presenting the analysis of responses, Leadership Style Selectors ~ill be 
designated as Group A and Goal Selectors as Group B. 'lhe highest possible 
points for Group A are 300; for Group B, 200; and for the combined groups, 500. 
Superintendents• individual responses will be presented to show where 
their self-perceived leadership processes fell on the continuum of the scale. 
For hypotheses II, III, IV, and VI data were combined to obtain the means and 
means converted to scores in order to obtain a comparison of self-perceived 
leadership processes between the Group A and Group B superintendents, as groups, 
and to determine how both groups combined perceive their leadership style. 
The analysis of data for hypothesis V focuses on the individual responses of 
superintendents to determine how their self-perceived leadership styles varied 
on each relevant dimension of leadership processes. 
Interaction Group I - School Board Members 
Item (a) 
Category: Supportive behavior. 
Operating Characteristicst Extent to which superintendents have confidence and 
truet in decisions o! school board members on 
budgets. 
I 
I 
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Operating Processes: (1) Have no confidence and trust 
(2) Have condescending confidence and trust 
(3) Substantial but not complete 
(4) Complete confidence and trust. 
Group 11 A" Responses 
1 2 3 4 I Ll_ ---~-- -_L 1 _ _L __ l __ _L ___ L_ -~---l ____ _l _ _J ___ _j_J_J_'!__l 2 L__L ___ L_ 1_ __ l_J 
( 1) G. 67% 0 
(Points: 206 
(10) 66.Gn 
m = 13. 73 
( 4) 26. GfY< 
s = 3.75) 
Only one superintendent in Group A indicated no confidence in budget 
decisions or his school board. He was very firm in his response by stating that 
"I run the district and if they are unhappy with ~ decisions on how money should 
be spent and how I run the district -- then they can replace me." Those 
superintendents who selected point values in the consultative dimension or the 
continuum took the position that, in their administrative role, the final 
d~cision on budgets is the prerogative of the school board. They did not 
indicate complete confidence and trust in the board's ability to allocate 
financial resources to educational programs. 
Superintendents who chose point values in the participative group dimension 
of the continuum expressed a genuine and sincere effort towards arriving at 
Joint decisions on fiscal and budgetary matters. One superintendent selected a 
reaponse in this dimension stated: 
''They"re ~ boss; so, I have to have confidence and trust in decisions 
on budge ts. " 
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Hc~evcr, this same respondent indicated that he has very little or no confidence 
10 teachers, parents anc community on budgets and other if.suet. 
All responeents in Group A mentioned that the problem underlying the issue 
of budgets is the tremendous grt1-ith in ~chool enrollment which necessitates 
planning to provide additional school facilities. 'lbe major problem is to raise 
the revenue and find the sources of revenue with which these facilities could be 
financed. The accepted "philosophy" of all but one superintendent "is to live 
within the means which are at our disposal, and we budget accordingly." 
One superintendent selecting a response in the consultative dimension of 
the continuum asserted that he understands what the needs are, but many times 
the board members take the position that tax revenue and other sources of 
revenue limit the extent to which planning for new facilities can be developed. 
In general, all superintendents agreed that the board should be interested in 
the design and implementation of educational programs, once funding has been 
obtained, but board rnembere should not be involved in the actual details or the 
programs. 
Only one superintendent (in dimension 3), in a North suburban community, 
etated that teacher ealaries are the main underlying problem on the issue or 
budgets. He stated that board members feel that teachers• salaries are accele-
rating too rapicly in relationship to the district• s ability to procure 
adequate funds to cover theee increases. He attributed rapidly rising teachers• 
salaries ae the pri111e reason for the deficit budget under which his school 
district operates. "If this keeps up," he stated, "board membere feel we triill 
run into trouble because revenue is insufficient to keep teachers h&?py and to 
be competitive With bordering North Shore school district salary schedules." 
L 
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Group "B" Responses 
l 2 3 4 
l 1 1 i ! 2 j 4J1l1+ t J 1 
0 0 (8) 80% (2) 20% 
{Points: 144 m • 14.40 s • 3.88) 
All superintendents selecting point values on the consultative dimension 
indicated that "administration makes recommencationa and decisions on budget 
If 
matters, but the board reviews the recomendations and makes the final decision. 
Five of the eight administrators stated that their budget recotrlll'lendations are 
always supported by planned programs which are presented with budgets. 
Of the two superintendents who selected point values in the participative 
group dimension, one stated that he delegates all financial and budgetary 
matters to his business manager, although he reviews the final budget With him 
and submits the figures to the board for final approval. 'Ibis respondent, who 
if! a superintencent in a very affluent school district of a far Northwest com-
munity stated that his primary concentration is on public relations anc gooc 
communications with the school board and community. 
The superintendent who selected the highest point value on the twenty 
point scale stated that there was no conflict between himself and the board on 
goals and func!s allocated to aehieve the5e goale. He exhibited mutual truet 
and confidence. 'Ibis does not mean that he ie able to obtain funds for all 
Planned programs, but he incicated that he and the board have a complete uncer-
standing on priori ties to which available fund! can be allo('ated. For example, 
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the respcnc'lent would like tc implement reeource centers, but funds are currently 
unavailable. 
Combined Responses 
1 2 3 4 
I_~ ~ 1 J 1 f l 6 ~ 8 3 1 5 ~ 1J 
(1} 4% 0 (18) 72% (6) 24% 
(Points: 350 m • 14.00 s • 3.80) 
Both groups of respondents appear to agree that preliminary decisions and 
recommendations on budgets are the responsibility of the superintendent. Both 
groups exhibit substantial contidence and trust in the board's final decision 
on budgets, with the one noted exception. Nearly one fourth of the super-
intendents indicated complete confidence and trust. 
The leadership style selectors, as a group, exhibit slightly less con-
fidence and trust than the goal selectors, but a larger percentage of this group 
falls on the participative group dimension of the scale. 
Eighty percent of the goal selectors, as compared to the 66.67 percent of 
the leadership style selectors, use the consultative leadership process in 
their interaction with the school board on the issue of budgets. 
The operational characteristic measured on the above scale refers to the 
Principle of supportive relationships. This principle, which proVides an in-
valuable guide in any attempt to apply the newer theory of management in a 
specific organization structure, characterized by f'unctionalization, can be 
briefly stated: 
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The leadership anc other processes or the organization must be such 
as to ensure a maximum probability that in all interactions and relation-
ships with the organization, each member Will, in the light of his back-
ground, values, and e:xpectations, view the experience as supportiva and 
one which builds and maintains his personal worth and importanco.l~ 
The analysis of the first item in the questionnaire indicates that super-
intendents perceive their leadership style as more consultative than par-
ticipative, although the style is close to the participative group style. It is 
apparent that, on matters of budgets, superintendents perceive their board 
member as supportive, friendly and helpful, rather than hostile. Board members 
are also perceived as just, fair, and genuinely interested in the wellbeing of 
other interaction groups. But, the respondents appear to have some reservation 
about the board members• ability to recognize priori ties to which .f'unds are to 
be allocated. It appears that this is the area of budgets over which euper-
intendents wish to keep control and the reason why superintendents did not 
perceive their leadership style as being completely participative or 
"democratic." 
Item (b) 
Category: Motivational forces. 
Operating Characteristics: Extent to which superintendent's motives conflict 
with or reinforce one another in written board 
policies. 
18Pensis Likert, New Patterns of Management, P• lOJ. 
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Operating Processes: (1) Marked conflict reducing support of policies. 
(2) Conflict often exists but occasionally with re-
inforce motives. 
(3) Some conflict, but often will reinforce motives. 
(4) Motives generally enforced in substantial anc 
cumlative manner to support policies wholeheartedly. 
1 
0 
(Points: 214 
Group "A" Pesponees 
2 3 4 
'--"-_ _,_ ____ i_1 __..L.ti 2 t 1 i 2 1 2 + 2 l 1 i 1 
{1) 6.67% {8) 53.33% {6) 40i 
m • 14.27 s • 3.85) 
Nearly all the respondents in Group A accept the board's role in policy 
fornulation. All but one respondent indicated that the board gives the super-
intendents the opportunity to express opinions and recolml8ndations on policy 
fornulation. One respondent selecting a point value in the fourth dimension 
stated: "Ninety percent of the policies are formed by the staff and !!\}'Self." 
}~ost respondents agreed that it is difficult to pin point any one area on 
which conflict exists. This will vary depending upon the composition of board 
members. Generally, however, if conflict exists, the issues of spending and 
allocation of funds to projects appear to constitute the heart of the problerr. 
l 
There appeared to be a consensus among the respondents that conflict and 
differences of opinion always exist, but most also agreed that nelf and better 
Objectives and programs often emerge. Salary schedules, differentiated staffing, 
iu1 
methods of measuring accountability, building-rental policy, and curricular in-
novations in sex education and social etudiee were mentioned by more than half 
of the respondente as areas in which conflict between the board and superintendent 
arose to some degree. 
One respondent stated that, in his many years or experience as super-
intendent, he round conflict over policies to be at a minimum when the board 
implements policies within the scope or general principles to permit flexibility 
and wide latitude for interpretation. Policies which are too rigid lead to 
problems, do not reinforce a superintendent's motives, and reduce confidence and 
trust in the board's decisions. 
Another administrator explained that both the board and superintendents 
1111!t develop a nutual confidence, loyalty, and cooperation. 'When these exist, 
there is a cooperative motivation to produce earnest, sincere and determined 
efforts to resolve conflicts with amenable solutions. 
The respondents in Group A appear to exhibit motivation to find con-
structive solutions rather than to maintain an irreconcilable conflict over 
policy matters. They exhibit keen understanding for the need, in every conflict 
situation, of a balanced uee or procedures and individuals to deal constructively 
with conflict situations. In general, some conflict exists, but often Will 
reinforce the respondents• motives. In this situation, superintendents lean 
towards the participative group style or leadership in their interaction with 
school board members on policy matters. 
b 
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Group "B" Feeponees 
1 2 3 4 
. 
* 
l_J_ J_ 
_J 2 l 2 • 1 ~ ~ 2 
0 0 (2) 20% (8) 80% 
{Points: 171 m • 17.10 s = 4.50) 
Some of the reactions to this item by the respondents are given below: 
Generally, my motives and the policies reinforce one another, 
although on occasion I have to sidestep an issue because there is nothing 
to gain by bucking the echool board members. 
I support their policies wholeheartedly. We have very few written 
policies. I have no problems that cannot be resolved in one way or 
another. Only one board member poses a problem by hie constant re-
minders that I should run the school district as economically as possible 
by reducing expenditures. 
I do not believe in spelling out everything in written words. I 
like a little elbow-room so that my motives will be reinforced by agreed 
upon interpretation of a policy. 'Ibis is the beet way to resolve 
conflicts. Never paint yourself into a corner unless you paint a door. 
I'm a company man -- and operate under policies formulated jointzy 
through participation of principals, staff, teachers and parents. 
There appears to be less conflict on policy matters between Group B and 
school board members than between Group A and the board. Perhaps, because Group 
B is more definitive in their objectives and in their recommendations to the 
board, they are more successful than Group A in influencing the board to arrive 
at policy decisions which reinforce their motives. All respondents agreed that, 
invariably, if conflict over policy exists, it is general~· associated with 
financial and budgetary matters. 
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Combined Responses 
1 2 3 4 
L 1 
' 
j_ _ J_ 1 1 J 2 ·l _2 J 1 j 4 14t3l413l 
0 ( 1) 4% {10) 40% (14) 56% 
(Points: 174 m = 17.40 s = 4.48) 
'!Wice as many responcents in Group B than in Group A exercise a par-
ticipative group or "democratic" leadership style in their interaction with 
school board members on policy matters. More than half of the combined total 
perceived their leadership process on policy matters as participative or 
"democratic." 'Ibe majority of the respondents appear to indicate that their 
motives are generally reinforced in a substantial and cumulative manner to 
support board policies. This further indicates a good supportive relationship 
between the superintendents and school board members. 
Item (c) 
Category: Communication interaction. 
Operating Characteristics: Amount of interaction and communication with the 
school board aimed at improv1ng administrative 
techniques and developing competent school staff. 
Operating Processes: (1) Very little interaction and communication 
(2) Little 
(3) Quite a bit 
(4) Much 
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Group "A" Fesponses 
1 2 3 4 
L.l-- ~ 1 i 2 J - i 1 l 3 1 3 l 1 u__~_i_u_d 
(3) 20% (4) 26.67% (4) 26.67% (4) 26.67% 
(Points: 184 m = 12.27 s = 3.45) 
Approximately forty-seven percent of the respondents selecting leadership 
style comniunicate little or very little with the school board on matters 
pertaining to developing administrative techniques and developing a competent 
school staff. These superintendents indicated that the board seldom or never 
questions them regarding the evaluation or ac:hninistrative or supervisory tech-
niques. This group felt that the board would not know how to advise them on 
such matters, nor would they even know ''how to evaluate any progra~.s to improve 
administrative and, particularcy, supervisory techniques." 
More than half of the administrators in this group, however, indicated 
that the board demonstrates interest in ways and means to improve administra-
tive techniques. They indicated that one or the ways in which this interest 
was and is exhibited is through the board's continuing attention to the need 
for administering a merit rating procedure for dispensing salary increases to 
the staff and teachers. Four or this group mentioned the use er an evaluative 
instrument to rate principals and supervisors. 
One of the innovations described by a responcent in the fourth dimension 
or the scale was a salary schedule which permits all teachers, etarr and 
administrators to reach the maximum amount on the salary schedule without 
differentiating academic degree attainment. Stepe in the salary schedule are 
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called career levels, and not automatic experience levels. The board can with-
hold the salary increment for a given teacher or staff member at the recommenda-
tion of the superintendent. 
Another superintendent reported that the board has shown keen interest in 
"differentiated staffing." The board supports him on his thinking concerning 
salary increases. This superintendent's position on salary increases is clearly 
reflected in the follcrwing statement made during the interview: 
If someone had thought of "differentiated staf'f'ing" a long time ago, 
educational administration would be in a better position today. Salary 
echedulee based on an index is passe. Salary schedules need a built-in 
stabilizer which would take into consideration prof'eseional performances. 
The board is well a~are of these problems and looks for solutions 
to re1ii1ard and compensate for performance. The concept of accountability 
supported by objective and less subjective evaluative underpinnings is 
fully embraced by my board. 
Communication appears to be the key operating process or BUperintendents 
who indicated that they have "quite a bit" or "much" interaction with their 
boards on matters of administrative and supervisory techniques. It appears 
that the self-perceived role of the superintendents in to to is to recommend, 
implement and control the techniques. A little less than half feel that this 
area is !trictly their prerogative, and not the board's. The other half, 
although not relinquishing their control in this area, feel that the board 
should be informed through upward communication. It is apparent that those 
adlllinistrators who interact and communicate with their boards welcome evalua-
tive feedback on their efforts through downward communication, and feel the 
board should shcw interest in this area. 
As a group, the leadership style selectors appear to exercise a middle 
of the road consultative leadership process whereby they inform the board, but 
control the programs or lack of programs to improve administrative and 
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supervisory techniques. 
Group "B" Responses 
1 2 3 4 
l l 1 J 1 1 2 l l 2 j 1 + ! 1 t 1 
0 (3) 30% (5) 50% (2) 20% 
{Points: 124 m• 12.40 s = 3.48) 
None of the goal selectors chose the exploitive authoritative leadership 
process. A large majority (70 percent) indicated a high degree of communica-
tion and interaction 'With the school board on matters of administrative and 
supervisory techniques. The three respondents who indicated little interaction 
and ccmmunication felt that it "Was their responsibility to evaluate the 
performance of their principal3 and staff, and to make every effort to im?rove 
the performance of their administrators and supervisors. 
ihis group of administrators demonstrated more concern, than 1he leader-
ship style selectors, in communicating and interacting ~i th the board on the 
improvement of superVision in the instructional area rather than in areas of 
finances, salary schedulee, rnerit ratings and accountability. Their focus 'Was 
more directed at better administration and supervision of instructional pro-
grams. 
'I 
11 
I 
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I 
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Combined Reeponees 
1 2 3 4 
L i 1 + 2 l ! 2 * 1 ! 1 3 l 2 i J 2 J 3 1 2 1 ! 2 2 i 2J 
{ 3) 12% {7) 28% {9} 36% {6) 24% 
{Points: 308 m • 12.32 s • 3.46) 
Fesponees indicatec that, even though the goal iselectore communicate and 
interact with the school board members more than the leadership style se-
lectors, on matters pertaining to the improvement of administrative and super-
viEory techniques, more than one fourth of the Group A superintendents, as com-
parec to one fifth of the Group B administrators, perceive themselves aa exer-
cising a democratic or participative style of leadership. However, one half 
of Group B as compared to a little more than one fourth of Group A perceived 
thej_r role as consultative. 
Group A responses in the benevolent authoritative dimension were slightly 
less than those of Group B. The significant difference bebieen the two groups 
is that twenty percent of the Group A responcentE' self-perception of leader-
ship style is authoritative exploitive, and none of the Oroup B respon~ents 
View themselves in this role. 
Group A exhibits some motivational forces which block upward communi-
cation on this i.ssue. Thoir eff'ecte could have adverse consequences at the 
board level. 
Chief executive officers, boards of directors, and heads of govern-
ment who are confrontec with the breakdown of upward communication 
usually ask. "why did not riy subordinates 1'ho kne'W the facts report them 
to me?" Unfortunately, this is the wrong question •••• The question that 
urgently needs to be as 1\ec i e: rr,_n.at is -wrong 'd th the rriam.gement system 
~e aro using, which cau~es these serious failures iu upward communica-
tion, and what corrective action should be taken?"lY 
The intelligent management of resources for human needs must be a major 
concern in education for the seventies. The board and the superintendent, with 
hiS administrator! and staff, muet participate in stating goals, figure out 
ways to accomplish the goals, get on with the task by using resources as beet 
they can, and coldly evaluate the results. This is accountability and school 
board! are increasingly being helc accountable. 
There is an a?parent need for roore communication between superintendents 
and school boards so that both can report their accountability to the community. 
This will require rigorous examination of administrative and supervisor) 
techniques anc practices. Such an approach by school boards and superintendents 
will lend 1 tself to far more effective and sophisticated management than "that 
art form known as steering by the seat of the panta. 1120 
Item (d) 
Category: Interaction influence 
Opera tine Characteristic: Amount and character of interaction ~i th board on 
policy matters. 
Operating ?recesses: (1) Little and allliays with fear 
(2) Little with condescension and caution 
(3) Moderate and often with fair amount or confidence 
and trust 
19Rensis Likert, The Human Organization, p. 110. 
20stanton Leggett, "Thirteen Imperatives for Boards in the Seventies," 
p. 2'.). 
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(4) Extensive, friendly with high degree of confidence 
and trust 
Group "A" Fesponses 
1 2 3 4 
Li l_L_l_J i 1 J ~ 2 J l 2 l 3 ! 2 J 2 J 1 J 21 
0 0 (5) 33.33% (10) 66.67% 
(Points: 244 ffi II 16.26 s = 4.25) 
About two thirds of the responcents incicated that their interpersonal 
relaiionship \o;i th school board members on policy matters is excellent. This 
portion of Group A felt that the board permits free now anc exchange of 
information from themselves and their staff, aimed at recommending policies. 
'Ihe other one third perceived themselves to be on good, friendly re la ti one with 
the beard l-lhen policies were formulated or interpreted; but this portion of 
Group A respondents appeared to dwell more on the disagreemente which may occur 
on policy matters. However, they all stated that disagreements are settled 
amicablJ-· and with compromise. 
Those superintendents ~ho selected point values on dimen!ion 4 expressed 
a general feeling of satisfaction over their interaction with the board on 
pclic:,· raatters, althoue;h they did acmi t that areas of disagreement ma~· e:xiat. 
One respondent stated: "I am ver:· blessed 1d th a gooci board which listens and 
does not perform as an authoritative obstructionist group. 11 Another respon-
cent, Ehowinr; some signs of uncertainty, commented: "':::'hey just hirecl me, so 
\;e miJ.st h&ve a mutual feelin~ of cor.ficenci:; and trust in one another. n This 
1'1 i 
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group exhibits a self-perceived participative group style of leadership. 
Superintendents selecting point values on the third dimension are 
consultative in their leadership style, and appear to be more restreined in 
their favorable comments on how they interact with the school board on policy 
matters. 
Group "B" Peeponsee 
1 2 3 
\:,_..__ ...____,___.__...___._-'--__,__... __________ J_ l 
0 
(Points: 184 
0 0 
m • 18.40 
4 
iJt2JlJ_L 
(10) 100% 
s = 4.68) 
All superintendents in Group B indicated an extensive and friendly inter-
action With the board on matters of policy. They indicated that they have a 
free hBnrl on policy matters and are not, obstructed in any way to make reco-
mmendation~. One reS"Oondent qualified his resnonse by stating that he has "a 
fr,.,,. hand on policy matters -- except, I have to tread lightly with one board 
111emb~r." Another respon<ient, stated i 
I have nothin~ to pain by opposin~ school board members. My major 
role ~ith them is to obtain sufficient background material and oata --
anc to convert school boerd members to the right decisions. 
Thir group appeare0 to be 1ess sensitive to disagreements on poljcy 
matt.erF then Group A respondents. Even though some poli.cy decieions by the 
Board do not reinforce their motives, they appear to maintain a higher depree 
of frienrily interpersonal relations with the school board than do the Group A 
reSnondents. These euperintend~mt!'I appear to be more realoue in welcomin~ the 
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challenge of convincing the board on the acceptance of their policy recommen-
dations. 
Combined Responses 
l 2 3 4 
Li J l J ! 2 ! 2 1 3 J 5 l 4 * 4 
0 0 (5) 20% (20) 80% 
(Points: 428 m = 17 .12 s = 4.42) 
4 
Eighty percent of the total groups combined perceived themselves as using 
the participative group leadership process in their interaction with the board 
on policy matters. Twenty percent of the combined groups, all leadership style 
selectors, perceived themselves as exercising a consultative leadership process 
and appeared to be more sensitive to disagreements on policy matters. Eut, all 
admitted that conflict over policy matters does occur and, when it does occur, 
disagreements are settled amicably and on a very friendly basis. Major areas of 
conflict have been mentioned in the analysis of item two. In general, there is 
indication that superintendents exert great effort in maintaining good relations 
with the school board members. 
Item (e) . 
Category: Goal setting or ordering 
Operating Characteristics: Manner in which superintendP.nts set programs to 
achieve curricular innovations. 
Operating Processes: (1) Bulletin issued to board 
(2) Bulletin issued; opportunity to comment may or may 
not exist 
L 
1 
0 
(Points: 190 
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(3) Goals and programs are set after discussion of 
problem and planned action 
(4) Goals and programe are established by board partici-
pation 
Group "An Responses 
2 3 4 
1 t L_J1i11 2 J 1 l 4 i 1 1 2_l ~ 1 ~ 1 ~ l _ __J 
( 3) 20% (10) 66.67% (2) 13.33% 
m = 12.67 s = 3.53) 
Twenty percent of the superintendents in this group indicated that goals 
and programs affecting curricular innovations are set without any participation 
by the school board. All respondents admitted to the need of establishing 
goal! and programs to achieve curricular innovations. Approximately tvo thirds 
of the respondents implemented curricular innovations after discussing the 
problem and planned action with the school board, but these superintendents 
appear to reserve the responsibility of developing progralft8 to their professional 
acumen. A small percentage (1J.J3%) establish goals and programs with f'Ull 
board participation. 
~hen querried about the curricular areas in which the superintendents 
vorked closely with the board to develop programs, nearly all the respondents 
!Qentioned sex education anc social studies. Only one superintendent reported 
a difficulty in an area other than the two mentioned. 
It was more of a problem to set up a library than to develop a 
course ot studies on sex education. '!be reason tor this was that 
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establishing a library meant spending more money. The need for 
additional revenue to finance curricular innovations, no matter what they 
may be, is always a problem and such innovations cannot be implemented 
on the strength of a bulletin sent to the board -- no matter what any-
one may say. 
A respondent selecting the consultative leadership process stated that: 
"Four or five years ago a blue ribbon committee was appointed by the school 
board to develop a long range program in the curricular area. Resul te were 
presented to and sanctioned by the board." 
All respondents, except three, reported that, generally, curricular 
changes are planned through committee action. Two superintendents stated that 
their committees have board representation. Both of these respondents are 
superintendents of North 31ore school districts. 
More than half of the respondents stated that the Teachers• Committee 
is the vehicle through which curricular changes and innovations are programmed. 
The teacher heading up the committee presents the committee recommendation to 
the superintendent or the board. 
Sex education and changes in the social studies curriculum appear to be 
the major areas which require more than teacher-staff committee actions. All 
respondents indicated that these two areas require community involvement in 
order for the innovations to become acceptable. Comments gleaned from the 
interviews with nearly one third of the respondents point to the sensitivity of 
implementing curricular changes in social studies, since these changes require 
acceptance by such groups as the John Birch Society, American Legion, t.he 
·Jewish Comnunity, other denominational groups, League of Women Voters, and 
Parent8. 
Superintendents expressed a genuine desire and intent to gain full 
1$4 
participation from the board and various community groups in planning curricular 
changes and innovations in these two areas. All superintendents commenting on 
the problems of arriVing at full agreement on programs by all concerned exhibit 
an attitude of serVing the total collllllU.ni ty and respecting the position taken on 
controversial issues by representative groups. Aside from these two curricular 
areas, the leadership style selectors appear to advise the board of their 
problem and action to be taken, without actually involVing the board with 
details of the programs. 
1 
0 
(Points: 141 
Group "B" Responses 
2 3 
2 j ! 2 l 1 l 
0 (7) 70% 
m • 14.10 
4 
2 J 2 ~ 1 + 
(3) 30% 
s • 3.82) 
Goal selectors are more goal oriented than leadership style selectors, 
but all respondents felt that they must take the initiative in establishing 
goals and programs with consultation or participation of school board members. 
This group appears to exhibit more participative behavior than leadership style 
selectors. 
More than half the respondents agreed that: (l) curricular innovations 
are implemented after general discussion and conmunication with the Board, (2) 
the superintendent nust take the initiative in setting goals, (3) they want to 
hear what the board has to say about recommendations on goals and programs, 
and (L) in case of disagreements, they would invoke their staff's recommen-
dations and support. Nearly all the respondents made a distinction between 
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goals ane programs as they relate to their interaction with the board. 'fhis 
oistincti.on was clearly stated by one superintendent when he commented: 
There is a great deal of participation on establishing goals, but 
developing programs is 11\Y concern s.s chief school ot'ficer. It is not 
the board's business to be involved in the actual details of the 
programs. 
It appears that there is consensus among respondents of this group on the 
desirability or eubmi tting and "selling" curricular innovations and changes to 
the board before implementation. "The board likes to be informed -- good 
communications sell a lot anc dispel misunderstanding. For example, sex 
education and modification of social studies can cause problems if not handled 
properly. Every school administrator knows the need is there, but he nust be 
cautious on how he will go about setting the programs." About half of this 
group also mentioned sex education and social studies mofidications as the two 
sensitive areas requiring expanded participation in program development. 
Goal selectors appear to be more directed towards the participative style 
of leadership than the leadership style selectors. They are more intent on 
setting goals than Group A res-pondents, but they also are more willing to 
participate with the board in attaining consen~s and agreement on stated goals. 
'lhey appear to be more aggresive in thie area than Group A respondents, but they 
also exhibit a stronger willingness to sell the board on the goals and programs 
related to curricular innovations. 
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Combined Responses 
1 2 3 4 
l . - t 1 1 4 1 1 4lll6i2J 4 2 l2ltl _J 
0 ( 3) 12% (17) 68% {5) 20% 
(Points: 331 m • 13.24 s • 3.65) 
None of the respondents appear to exhibit a self-perceived exploitive 
etyle of leadership with the board on the procedure of setting goals in curric-
ular innovations. Only twelve percent perceive themselves as authoritative 
benevolent. More than two thirds perceive themselves ae consultative, indi-
cating that they feel it i!: their professional reS'ponsibility to set the goals 
and programs and submit these to the board for approval. One fifth of the res-
pondents feel that they must participate with the board in setting goals and 
programs. Only twenty percent perceive their role in this interaction process 
as democratic or participative group. 
According to Likert, administrators operating in Systems l and 2 can 
develop high performance goals. ait the variables accompanying this style of 
leadership also yield unfavorable attitudes, distrust, poor communication, low 
levels of both influence and cooperative motivation, and low performance 
goals. 21 The implications for the three respondents in the second dimension 
are apparent. 
21Rensie Likert, The Human Organization, p. 138. 
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SUMMA RY TABtr."S OF NUMBFR AND P'li'RCF?-~T OF 
SUP~RIMT'l<i'fD'!;}fTSt SRLF-Pr.FCk!VF.D LF'ADFRSHIP PROCFSSFS 
IN THPIR INT'=t?ACTTON V!TH THF SCID"L BOARD 
TABLE 2-1 
Group "A" 
haracterist o 2 d 
,!/ 
{a) (1) 6.67% 0 0 % 66.67% ( 4) 26.60% rl I" (b) 0 0 (l) 6.67 53.33 ~ 6) 40.00 ,! (c) (3) 20.00 (4) 26.67 26.67 4) 26.67 ii 
(d) 0 0 0 0 33.33 (10) 66.67 
(e 0 0 ( 20.00 66.67 2 1 • 
TOTA o. 2 
'!'ABLF. 2-2 
Group "B" 
ractnrlstic 
(a) 0 0 0 % Bo.00% ( 2) 20.00% 
(b) 0 0 0 20.00 < 8) ao.oo 
(c) 0 (3) 30.00 50.00 ( 2) 20.00 
(d) 0 0 0 0 (10)100.00 
(e) 0 0 0 10.00 o.oo 
.oo 
TABL~ 2-3 
Combined Groups 
ha racterlst c 2 
(1) h.00% 12.00% ( 6) 24.00% 
0 0 40.00 ~lh) S6.oo (3) 12.00 36.oo 6) 24.oo 
0 0 20.00 (20) 80.00 
0 0 68.oo 20.00 
lr.J 
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SUMMARY TABLF.S OF POINTS, llf<~ANS AND 
SCORT<S OF SFLF-PVRCTIV 1;D LF.AD'f.i'RSHIP PROCt'SSf.'S OF 
SUPVRINTT-NDFNTS IN THF:IR INT-PR.ACTION Y1:TH TH"' 
SCHOOL BOARD 
I TABLF 3-l 
Group "A" 
'.1' 
nts m Score ii 
ill 
(a) 206 13.73 3.75 rl (b) 2lh 14.27 3.a5 II 
I (c) 184 12.27 3.J.6 II I (d) 2bh 16.26 4.25 (e) 190 12.67 3.53 
• • 
•Total responses • 7SJ highest possible points • 11500. 
TABLF. 3-2 
Group "B" 
haracterist c m Score 
~a) 144 14.40 3.88 b) 171 11.10 4.so 
(o) 124 12.40 3.48 
(d) 164 18.40 4.68 (e) lh1 l.4.10 3.82 
I otal responses • I 
TABLF. 3-3 I 
11 Combined Group 
'Ii 
0 ts m core ;1 
. I 
(a~ 350 llt.00 3.80 1./ (b 3BS 15.40 4.08 ,,, 
11 (c) 308 12.32 J.46 
I (d) 428 17.12 4.42 (e) 
.331 13.24 3.6S 11 j: 
(: 
'II 1!
! 
~ 
.11,i 
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Interaction Group ? - Principals anc Staff Members 
Item (a) 
-
category: Supportive behaVi. or. 
Operating Characteristics: Extent to which superintendents have confidence 
and trust in principals• and staff members• re-
commendations on budgets. 
Operating Processes: (1) No confidence and tru!'t 
1 
0 
(Points: 198 
(2) Condescending confidence and truet 
(3) Substantial but not complete 
(4) Complete confidence and trust 
Group "A" Responses 
2 3 
4 1 ll3~ll l 
(4) 26.67% (7) 46.66% 
m = 13.20 
4 
2 1 l ' l ! 
(4) 26.67% 
s = 3.64) 
A little more than one fourth of the respondents expressed a condes-
-L-1 
cending confidence and trust in budget recommendations of their principals and 
staff members. They appear to listen to their requests and recommendations, 
but indicate that they preclude decisions on how funcs should be spent. Theae 
superintendents appear to uphold the following opinion expressed by one of the 
respondents. 
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I listen to their demands and desires, but when it comes to 
spending, they (principals and staff) exhibit individualized attitudes 
and they have a difficult time relating the cost of their sugreeted 
spenciing to availability of funds. 
'J'he h6.67 percent of the responcents who perceived their leac':?rshi p 
process ae consultative exrect their principals and staff to participate in 
budget Mking, but their confidence in budget jucgments of this reference group 
is not complete. Generally, these respcncents feel that superintendent e ~st 
know which priori ties fer spenC::ng: shoulc' be established anc should keep control 
of budget decisions. All respondents incicated that they cannot have complete 
confidence in this interaction group on fiscal matters, because "everyone tends 
to protect his own domain. 11 
Superintendents who perceive their leadership process as participative or 
democratic, have complete confidence in their principals and staff, and view 
them a~ very capable in "seeing the big picture on financial matters and para-
meters of spending. 11 One respondent in this group stated: 
I don't hire any principals or staff members who are not competent 
to budget for educational programs in relation to pupil needs. If I have 
no confidence in their budgeting ability -- or any other function they 
are expected to perform -- I get rid of them. 
More than three fourths of the responcients appear to be willing to grant 
some degree of participation in budget recommendations, but indicate verl' clearly 
that they wish to keep control over how funds will be spent. All four 
respondents, who perceive themselves as democratic in their interaction with 
their principals and staff on budget recommendations, administer school districts 
located in the North Shore area of Cook County. The mean of all scores on the 
scale indicates that, as a group, these respondents tend to exercise a 
eoneultattve leadership process approaching the democratic style. 
161 
Group "B" Respcndents 
1 2 3 4 
L i 3 t 1 ! 1 l + 2 i 2 ! 1 
0 0 (5) 50% (5) 50% 
(Points: 147 m = 14.70 s = 3.94) 
The goal selectors appear to have more confidence than leadership style 
selectors in budget recommendations of their principals and staff. One half of 
the respondents selecting a consultative leadership process indicated that their 
principals ancl staff should participate and become involved only indirectly in 
budgeting procedures because someone must coordinate the recommendations and 
translate them into a total dollar amount. At this point, budget decisions 
become the concern of the superintendent. One respondent statedz 
My busines.:: manager does a fine job in working out budget matters 
with principals and staff members. So, nzy- confidence in her is greater 
than in the principals 1 and staff members 1 abi 11 ty to budget. 
Another respondent indicated that principals are not adequately trained 
in financial matters to enable them to submit budgets without analydng and 
reviEwi ng budget ccntent in terms of dollars. Priori ties must be set and the 
111oney rr.1ut be spent t-ihere it will serve the communi t:y best. 
'Jhe other half of the respondents selecting the participative leadership 
process expressed full confidence and trust in their staff's ability to present 
budget recom~endations in terms of educational needs and to determine where 
budget cu ts should be made. One superintendent responded negatively when asked 
~hether he employs a method or technique t1> evaluate the principals 1 abilities 
to allocate financial resources to programs which woulc yielc the highest 
return on the investment. He commented as follows: 
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If you are referring to !'DBS, I do not believe in it. The 
principal becomes involved only indirectly in Plarmed Program Budgeting 
l 
Systems wherever they exist. They may be good for , , 
and , but my principals and staff do not olace emphasis on the 
pupil as a product or comodi ty in the same way· that marketing is 
practiced by a business concern. 
Combined Responses 
1 2 3 4 
l l 4 l 2 J 1 l 5 l 2 l 3 5 
' 1 
! 2 i 
0 (4) 16% (13) 52% (8) 32% 
(Points: 345 m • 13,80 s :s 3.76) 
1J 
Group B responcents appear to exhibit more confidence and trust in their 
principals' and staffs• ability to prepare budget recommendatione. This is 
probably due to a greater amount or interaction and co11m11nication between this 
group and the interaction group than is present in the relationship between 
Group A and their principals and staff. 
As a group, superintendents exhibit a leadership process on the upper 
portion of the consultative leadership process dimension, tending towards the 
participative. It appears that they do not have complete confidence in their 
Principals and start on budgetary matters and would like to retain control over 
the allocation or financial resources to educational needs • 
.!_tu1 (b) 
Category: Motivational forces. 
Operating Characteristics: superintendents• evaluation of the amount of res-
ponsibillty felt by principals and staff for 
I, 
!I I 
,, 
,, 
1:' 
'.:/ 
improving the quality of teaching. 
Qperating Processes: (1) Very little 
(2) Som.e 
(.3) Substantial 
16.3 
(h) Real responsibility and motivation to implement tech-
niques. 
Group "A 11 Responses 
1 2 3 4 
Li t LI . J j 1 i i 1 l llll2J 1 1 3 j 1 ! 1 J 1 1 
0 {2) 13. 33% (6) 40% {7) 46.67% 
(Points: 218 m • 14.53 s = 3.91) 
One respondent, selecting a point value on dimension 2, commented: 
"'lhey•re educators, aren't they?" The other respondent in this dimension did 
not !eel that teachers share a great enough responsibility in this area. The 
t'Wo respondents perceived themselves as benevolent authoritative in their inter-
action with principals and starr on the issue of improving the quality of 
teaching. 
More than half of the respondents felt that they have competent admin-
11t~ators and supervisors. One superintendent stated: "If they deviate from 
the programs, designed to attain the objectives, I will attempt to steer them 
back on the right track." The consultative group or respondents appeared to 
stress the "coaching" technique to motivate this interaction group towards 
I' 
I' 
!.'1 
I 
I 
II 
I! I: 
:I 
I 
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1mproving the quality of teaching. 
About half of the respondents mentioned one major problem in their inter-
action with the principals and staff, namely, their evaluation of teachers. The 
tolloldng conunent by one of the res-pondents renects the unanimous sentiment of 
these superintendents on this issue: 
Probably the major reason for lack of further progress in the 
improvement or quality or teaching is that there is no objective tool 
which can be utilized for evaluating the effectiveness of teaching effort. 
The evaluation ie primari4' very subjective and up to this time we have 
not been able to outline specific guidelines agreeable to all the 
principals on how teachers should be evaluated. The evaluation process 
is a very difficult problem. 
Nearly fifty percent of the respondents felt that their principals ano 
staff share a real, genuine responsibility for improving the quality of teaching. 
More programs geared toward improving the quality of teaching appeared to have 
been implemented by those Group A respondents who selected the participative 
group leadership process than by those who eelected responses on other 
dimensions of the scale. The programs utili2ed by the superintendents consist 
ot reports, weekly meetings and exchange of information relating to problems 
encountered by principals and staff in the areas of: (1) classroom management, 
(2) materials utilization, (3) district services, and (4) special services, such 
as, social, psychological, nursing and medical. 
Two thirds of the respondents utilize a tool for evaluating principals, 
staff members and teachers. One superintendent evaluates his staff two times 
each year. Another superintendent explained an extensive evaluation plan 
through merit rating and produced this as the best evidence of interest in 
improving the quality of instruction. 
In general, about two thirds of Group A respondents felt that their 
I ~ ! 
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principals and staff share a responsibility in improving teaching, but nearly 
all agreed that a valid, objective evaluative technique and tool to measure 
teaching effectiveness is lacking. 
Group "B" F.esponses 
1 2 3 4 
.__l ____ ......___.___..__l__i __ ......... 4_.....____.____.____,_t ....;;..3-'-t -I..____.;:.J--1.1-.=2-l.i-=2:....i+--:1.iJ 
0 
{Points: 157 
0 {5) 50% (5) 50% 
m • 15.70 S = 4.14) 
Group B respondents appear to exert an influence which points to a self-
percei ved behavior in support of the principals' and staffs' genuine acceptance 
of responsibility to improve quality of teaching. There appears to be less 
conflict on issues of teaching quality for this group as compared with responses 
from Group A. The high degree or acceptance of responsibility by principals 
and staff for improving the quality of teaching tends to reinforce the superin-
tendents• motives to provide the best possible education for pupils in the com-
muru. ty. 
All respondents indicated that principals and staff members have a major 
role as team members to improve the quality of teaching. Al though they are not 
all equally involved in policy matters, they have an important role to play in 
Programming teaching techniques. About half the respondents felt that their 
Principals and staff work diligently at improving the quail ty or education, but 
h1111.ny teachers, not all, are prima donnae and it is difficult for the principals 
"' 
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end supervisors to extract any cooperative programs with teachers to improve 
their methods. This is a tough one to sell -- because results of teaching 
lllt!thods are difficult to evaluate." 
Eight of the respondents in this group mentioned periodic meoetings with 
eupervisors and principals for a two-fold purpose, namely, (1) communication, and 
(2) in-service work to improve quality of teaching. About half of these 
respondents stated they conduct monthly meetings. One superintendent conducts 
weekly meetings with his principals to discuss instructional techniques and 
results. 
The most impressive and encouraging program designed for improving quail t}' 
o! instruction was explained by a recently hired North Shore superintendent. 
He was in the process of finalizing the presentation to the Board at the time of 
the interview. This superintendent selected the highest point value on the 
scale and his plan merits attention. The respondent explained his program as 
follows: 
(1) First, I am decidedly a goal setter, but definitely not authori-
tarian in my style. 
(2) My principals and staff have never been given the opportunity 
for full participation in programs designed to improve instruction. 
Given the opportunity, I find them genuinely interested, responsible and 
accountable. 
(3) They worked with approximately sixty teachers on instructional 
improvements. (4) I am in the process of developing and implementing the opera-
tional elements of a Curriculum Council, Teacher-Welfare Council, and 
Finance Council, to achieve full participation by all groups working 
jointly towards continuous improvement of instruction. (5) The Curriculum Council consists of twenty-seven people (17 
teachers, 2 principals, 1 assistant principal, 1 superintendent, 2 board 
members, 2 representatives from pupil services, and 2 consultants). 
(6) The structure focuses on children and is intended to break away 
from professional negotiations. 
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Combined Responses 
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Nearly half of the Group A respondents and one half of the Group B 
respondents perceive their leadership process as participative group or demo-
cratic in their interaction with principals and staff on the issue of improving 
the quality of teaching. Group B respondents appear to be more active than 
Group A respondents in developing programs for teaching improvement and seek 
cooperation and participation from many sources. 
It appears that more than ninety percent of the responc!ents feel that their 
principals show responsibility and motivation to implement techniques but the 
majority focused on two problems which need solutions: (1) there is a need for 
an evaluative tool which would be capable or assessing objectively teachers• 
instructional efforts, and (2) motivation of teachers to be more interested in 
improVi.ng the quality of their teaching. 
Item (c) 
Category: Commnication interaction. 
Operating Characteristics: Amount or interaction and communication by super-
intendents with principals and staff to improve 
administrative anc supervisory techniques. 
Operating Processes: (1) Very 1i ttle 
(2) Little 
1 
0 
(Pof nts: 234 
()) Quite a bit 
(4) Much 
Group "A" Responses 
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As a group, superintendents placing emphasis on leadership style perceive 
themselves as employing a high degree of the democratic or participative leader-
ship process. All superintendents indicated that they want good administration 
and supervision, and that they expect their principals and supervisors to be 
convinced of this. More than half of the respondents indicated the use or the 
"coaching" method to suggest techniques to improve administrative and supervisory 
practices. 
The weekly meeting was mentioned by nearly all the respondents as a method 
Utilized to strive for improvement. The major objective of these meetings 
•pPears to be the sharing of administrative techniques employed by the princi-
pals. Less frequent meetings are held between the superintendent and super-
Visors of special educational programs. All respondents indicated that there is 
a greater interaction and more communication between them and the central office 
atarr, and Dllch of this interaction is conducted on an informal basis. 
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More than half the respondents indicated that they do not employ definite 
programs to improve administrative and eupervieory techniques. Most of the 
superintendents evaluate the performance of this interaction group by sitting 
As down with them at least once a month and reviewing their accomplishments. 
mentioned before, the day to day coaching technique is frequently used in 
addition to the weekly meetings. One superintendent stated that since the 
administrative tunction overlaps with the supervisory function, any meeting or 
program designed to improve either one exerts a meliorative effect on both 
.functions simultaneously, because both roles are synergistic. 
Only two superintendents from Group A highlighted the problem of getting 
their principals to agree on what stand the school board and administration 
should take with Teachers• Associations on matters of negotiation. However, it 
appears that superintendents in general feel that they should not become directly 
involved in negotiations and prefer to remain in the background. All superin-
tendents appear to generate a substantial amount of communication between prin-
cipale and staff on matters of policy, negotiable items, and improvement of 
administrative and supervisory techniques, but appear to be reticent in playing 
a direct role in negotiations. 
170 
Group "B" Responses 
1 2 3 4 
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The Group B respondents scored higher on their leadership process in the 
communication - interaction operation with principals and start. A greater per-
centage of goal selectors than leadership style selectors perceive themselves 
as participative group in their leadership style. A great deal ot emphasis 111as 
placed on the need for "quite a bit" and "much" interaction and commnication on 
policy matters in order to have good administration. These superintendents 
appear to be more aware than Group A respondents that policy tor111111ation is an 
important function or administration. 
All respondents indicated that total staff participation through open 
channels of communication is neceesary .. Exchange of problems, monthly meetings, 
indiVidual meetings, speaker programs, professional periodicals, and an 
•dllli.nistrator trom the bueiness field or government, as an occasional speaker, 
inVited to the monthly meeting to talk about motivation, morale, organizing one's 
vork, and human relations, were some of the techniques mentioned by the respon-
dents as programs geared toward the improvement of the communication process. 
One of the respondents mentioned that over the last four years, a Univereity ot 
Chicago consultant and his group have had approximately twelve meetings with 
his adllli.nistrators. 
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rt appears that this group of respondents is intent on maintaining a high 
level of communication and interaction with their principals and staff for 
purPoses of understanding their inter-relationships, their roles, procedural 
matters, and policies. They appear to be more systematic in developing programs 
intended to maintain and sustain good communication and interaction. Respondents 
appear to poeeese a high degree of motivation to achieve good communications 
through full participation of principals and staff and encourage upward, dcwn-
ward and horizontal communication. 
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In general, both groups perceive themselves as exercising a democratic 
style of leadership on the issue of improving adllinistrative and supervisory 
techniques. This behaVior is probably prompted by their desire to achieve .f'ull 
support and participation from principals and staff to achieve educational 
objectives. To do this, information flow muet be downward, upward and with peers. 
Communication is essential to the functioning or any organization. It ie 
Vi~ed wicely as one or the most important processes of administration and it 
involves many dimensions. In educational administration there is a diversity ot 
lllaterial to be transmitted. After transmittal, reception and comprehension 
constitute another dimension. 'lbe receiver may accept or reject the message. 
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The content or com11Unication may be cognitive or motivational and emotional. 
Information or facts ae to the current situation, problems, progress tD'Wards 
goals, ideas, suggestions, knOllledge with regard to objectives, policies and 
actions are some of the elements of the cognitive content. Emotional climate 
or atmosphere, attitudes and reactions, loyalties and hostilities, feelings ot 
811pport, appreciation or rejection, and goals and objectives are the content or 
the emotional and motive ti onal material. 22 
In their interaction with principals and staff members, superintendents 
appear to elicit group participation through a high level or commnication. 
Their self-perceived democratic leadership process in this area also indicates 
that they seek reciprocal confidence and trust on the part of their principals 
and staff. 
Item (d) 
Category: Interaction influence. 
Operating Characteristics: Amount and character of interaction-influence exerted 
by superintendents in their interaction with prin-
cipals and staff on policy matters. 
Operating Processes: (1) Little and always with reservation 
(2) Little, with some condescension and caution 
(3) Moderate and often with rhe least amount of confidence 
and trust 
(4) Extensive, friendly and vi th high degree of confidence 
and trust 
22Rens1s Likert, New Patterns of Management, P• 44. 
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Group "A 11 Responses 
1 2 3 4 
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The two respondents, who selected point values in the second dimension 
the scale on the issue of improving quality of teaching, appear again on this 
same dimension of the scale for item (d). It appears that they would prefer 
quite a bit of upward communication, but because of a lack of confidence in 
of 
their principals and sterr, downward communication is poor. This analysis is 
supported by the comment made by one respondent, "Policy matters belong pri-
marily to the board and to me," and that ot the other respondent, "On policy 
matters, I listen for feedback, evaluate it, question my principals and determine 
in ~· own mind whether the new policy, an interpretation of policy, or modifi-
cation of policy may be required. You can't have everyone making policy. 11 
The ability to exercise influence in an organization depends in part upon 
the effectiveness of its communication procesees. It should not be surprising, 
consequently, to find that the scores for the self-perceived leadership proceues 
or this group, in this category, show a relationship to and are comparable with 
those shown for comlllUllJ.cation. 
Nearly all of the respondents indicated full participation and interaction 
lfith principals and start on policy tormlation. One respondent stated that: 
"We have a policy committee, and members or this committee produced the ''Teachers• 
!!!ndbook and Rules and Regulations." Ninety-five percent of the contributions 
I 
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to these two publications came from principals, staff members and teachers. 
superintendents in this group perceive themselves as being democratic in their 
leadership process and focus on policy fo!'11111lation when discussing their inter-
action influence with the reference group in question. 
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Eighty percent of the superintendents promote full participation with 
principals ane staff on policy formulation. 'Ihese administrators appear to know 
( 
what the educational needs are and use their influence to present the ideas and 
programs through extensive interaction and co11111Unication which evokes a nutual 
trust and confidence betlieen them and the reference group. 'Ibey are willing to 
modify their original ideas and invoke full participation in policy for111lation. 
Those respondents selecting the consultative leadership process as their 
eelf-perceived style, appear to rely on the feedback which they receive from their 
interaction and communication with principals and statf. 'Ibey are not as like'4' 
to condescend to recommendations made by the reference group, as would the 
superintendents whose self-perceived leadership style is participative group, 
bnt suggestions and modifications are given a hearing. Some of these superin-
tendents stated that their job is to sell others on policy matters. One 
respondent in this group commented: "I get their feedback on policy matters. 
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'l'biS is where I am most effective in influencing principals and staff members. 
for example, we had a problem related to a dress code which my principals 
eventually worked out with the parents, based on my suggestions to which the 
principals agreed." These superintendents hope for voluntary participation in 
carrying out policy decisions. 
As a group, however, the mean score indicates that, in this category, 
superintendents generall:y perceive their leadership process ae participative 
group or democratic. 
Combined Responses 
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Superintendents, in general, are aware that they must maintain a network 
of interpersonal relationships among their first line administrators and staff 
J 
personnel for two reasons: (1) they need feedback to make policy recommendations 
and decisions, and (2) they see a need for reciprocal trust and conf'idence 
required for good administration. The need appears to be even greater for the 
goal oriented superintendents who must present their programs on the strength 
or generated trust and confidence and in a climate of cooperative group 
tornulation and approval of policies. 
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category: Goal setting or ordering. 
Operating Characteristicsr Manner in which supetintendente eet programs to 
achieve curricular innovations. 
0perating Processes: (1) :atllet1n or memo issued 
{2) Bulletin issued, opportunity to comment may or may 
not exist 
{3) Goals and progral'llB are set after discussion and planned 
action 
{4) Goals and programs are established by staff parti-
cipation 
Group "A" Fesponses 
1 2 3 4 
~ 
0 0 (5) 33.33% (10) 66.67% 
(Points: 246 m • 16.40 S • 4.28) 
None of the Group A respondents embarks on programs of curricular innova-
tions by using the eystem 1 or 2 leadership process. About one third or the 
respondents indicated that they proceed towards implementing curricular changes 
and innovations by accepting recommendations, looking .for clues from the parents, 
comnru.nity, teachers, newspaper articles, professional periodicals and other 
sources. They invite discussions on the recommendations and planned action from 
their principals anc staff members. All agreed that teacher involvement should 
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be solicited. After diecussions of the proposed curricular change or innova-
tion, this group appears to prefer a selected committee under the direction of 
an Assistant Superintendent of Curriculum or a Curriculum Director to work out 
the goals and programs. Although full cooperation and participation are 
encouraged, complete autonomy is not granted to principals and staff. 
About two thirds of the superintendents work out goals and programs 
through full participation of the principals anc staff. This group espouses full 
participation b)· all involved in the instructional process when curricular change 
1s required. These superintendents were very emphatic about total participation 
and involvement in curriculum development and their position on this issue is 
well represented by the following comment: 
Nowadays, the only way you can achieve curricular change is through 
total involvement. I allow and encourage full participation by all when 
curricular change ie required. On matters of budget and policies, I 
gather feedback and try to work out my own reconmendations to be presented 
to the board. 'lhis is the area or greatest decision making in my role 
as superintendent -- budgets and policies. These two areas lend them-
selves to developing an identity as an administrator. &t, when it comes 
to curriculum development, all my principals, staff and teachers need this 
area for identity as professional educators. 
1 
0 
(Points: 174 
J 
Group "B" Respondents 
2 3 
0 0 
m II 17.40 
J 
4 
J4 l 1 l 3 l 1 _l _1 I 
(10) 100% 
S II 4.48) 
Starr participation was emphasized by all respondents 1d thout exception. 
Full participation was the key message in all the interviews with respondents from 
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this group. 
Many superintendents laid the responsibility on the principals' role because 
"the principal, through his staff, is closer to the scene of curri.culum needs 
than any other administrator." 1his group appears to be more bent on innovating. 
"Let's try it -- let's innovate. Change involves a perspective on a new method 
__ a new instructional area. Re-think that which we have been teaching. 
rnnovstions break the syndrome of doing something in an inflexible manner." 
'!his was the comment made by a thirty-three year old goal oriented superintendent 
of a medium size school district. 
Combined Responses 
1 2 3 4 
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In the same manner that there is exiensive interaction between 
euperintendents anc school board members on matters or policy, so, too, there is 
a comparable degree or interaction and participation among superintendents, 
principals and staff on matters of curricular innovations. A school district, 
if it is to function well, needs to have objectives which represent a satis-
factory integration of the needs and desires of all the major segments involved: 
its adlll:i.nistrators, teachers, supervisors, pupils, parents and colllllnity. 
Curricular innovations involve all these groups, and superintendents are 81fare 
of the contributions each group can make to curriculum development. 
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The goal oriented group indicated during the interviews that objectives 
of education must change periodically to meet the requirements of changed 
technologies, changed conditions, and the changes in needs of those involved 
in the entire school r:ystem or served by it. In this area, the participative 
group or democratic process of leadership is apparently more effective in pro-
ducing methods and procedures to achieve the agreed-upon objectives which must 
be developed and adopted in such a way that all those who are involved become 
motivated to implement the innovations. 
Evidence indicates, that, at least in the relationship among superin-
tendents, principals anc staff, there is an eager desire to participate in plan-
ning innovations; but, PJhether financial resources are available to research and 
develop innovations and whether the parents and community are willing to accept 
these ?rograms, at a price, is another question. 
Interaction Group 3 - Teachers 
Item (a) 
Category: SUpportive behavior. 
Operating Characteristics: Extent to which superintendents have confidence and 
trust in teachers' recommendations on budgets. 
Operating Processes: (1) No confidence and trust 
(2) Condescending confidence and trust 
(3) Substantial, but not complete; wishes to keep control 
of decisions 
(L) Complete confidence and trust 
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Group "A" Responses 
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For the most part, superintendents feel that teachers are more concerned 
about expending funds for higher salaries, more sick leave, and other employment 
matters than they are concerned about availability of funds tor educational 
priorities, curriculum, textbooks, extra curricular activities, visual aids, 
laboratory equipment or special service personnel. More than half of the 
respondents took the position that teachers have a tendency to place more 
emphasis on conditions of employment than on educational priorities. !Ut, 
respondents also indicated that the fiscal and administrative interdependence of 
conditions or employment and educational policy is such that it is often impossible 
to decide issues pertaining to one aspect from issues pertaining to another. 
More than half of the Group A respondents expressed very little confidence 
in teachers' ability to make recommendations on budgets. Less than one half of 
the superintendents have some type of working program, committee or council which 
111Yolves teachers in budgetary matters. One respondent commented: "Why should I 
consult teachers on policy and budget matters? 'this area belongs to the board and 
ll)'eel!'. I look for feedback, but I do not advocate full teacher participation in 
Policy and budget recommendations." 
'the comment ot one of the superintendents serves as a good synthesis of 
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the opinions expressed by Group A respondents: 
One Of the most difficult problelll8 With teachers is to get them to 
focus on the priority or allocating funds to instructional progralll8 
and curricular improvements. 'Ibey do not see the relation between 
allocation of dollars to proper programs and availability of funds tor 
their ovn benefit. 'Ibey do not see the relationship beb.een giving 
and getting. Teachers could exhibit greater reaponsibili ty in this 
respect. 
Other respondents indicated that the participative style of leadership on 
this issue is thwarted by polarization at the negotiating table, activities or 
teachers' associations, negotiated contracts, and proV1.sions for a three step 
grievance procedure. 'Ibis is apparently the extent of teacher involvement in 
budget matters tor the majority or the superintendents. Lees than half or the 
responcents felt that teachers are tair'l3 reasonable on budget recommendations, 
and these respondents appear to be consultative in their leadership style, but 
they felt that teachers• demands for salary increases may override any other 
consideration for educational needs. 
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Group B administrators appear to have more confidence in teachers on 
budget recommendations than do the Group A respondents. Eighty percent ot these 
IUpel'intendents stated that teacher involvement on matters of spending general'l3 
operates through councils, committees, or teacher associations. One superintendent 
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~as 1n the process of implementing the three councils mentioned earlier in this 
study. Another superintendent described a curricular planning council consisting 
of twenty-two teachers and coordinators. Three superintendents stated that 
teacher involvement in budget recommendations is made possible through 
representative membership of teachers on the TAB Council (Teachers -
Adud.ni stra tors - Board Members ) • 
Council arrangements, committees With teacher, administrator and board 
representation, and meetings vi th teacher aHociations appear to attord a greater 
amount of interaction between teachers and the superintendent on budget matters. 
This group strivee tor greater interaction through varying etructures in order to 
steer their teachers away from professional negotiations and to direct them to 
total involvement in professional ll'latters that concern not only salaries, but 
matters that will help improve the educational program. 
Combined Responses 
1 2 3 4 
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The mean and score of combined responses barely crosses over from the 
authoritative benevolent leadership process into the consultative dimension. 
!Atadership style selectors perceive their leadership process as benevolent, while 
the goal selectors• self-perceived leadership style is more consultative in nature. 
The former group appears to be more aware of the polariration at the bargaining 
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table and is apprehensive about giving teachers expanded participation on matters 
o! budgets and spending. The latter group appears to be working on dislodging 
th• polarization by working towards trading orr bargaining procedures for 
committees and councils, whose representation will be shared by teachers, 
adlllinistrators and board members and whose f'ocus will be more on educational 
programs than on teachers• conditions of e111>loyment. 
The implication is not that superintendents wish to exclude conditions ot 
employment from the attempted new arrangements. None of the respondents indicated 
that these matters are to be excluded from this joint representation. On the 
contrary, most of the superintendents indicated a genuine desire to work out 
employment problems, including salaries, but within the con.f'ines of available 
tunds and after giving priority to budgeted spending for educational needs and 
programs. All respondents felt that this balance will be difficult to achieve. 
Item (b) 
Category: Motivational forces. 
~erating Characteristics: Superintendent's evaluation or the amount or res-
ponsibility felt by teachers tor improVing the 
quality or teaching. 
~era ting Processes: (1) Very 11 ttle 
(2) Some 
(3) Substantial 
(4) Real responsibility and motivation to implement 
techniques. 
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Only twenty percent ot the respondents indicated that they evaluate their 
teachers as having real responai bi li ty and motivation to implement techniques 
tor improving the quality ot teaching. 'lheae superintendents vbose Hlt-perceived 
leadership process ie participative group stated, during the 1nte"1.ewa, that 
they encourage extenSive participation by teachers to work together with their 
principals and superViaors by aerVing on development oollllitteea, attending 
meetings and writing suggestions to improve the quality of instructional programs 
and teaching techniques. 
Most administrators agreed that teachers should be involved in curriculum 
improvement, and developing educational innovations, but teachers should not have 
the right to determine class size or class assignments. They felt that teaching 
111 in the teachers• domain and .full participation in curricular activities was 
encouraged. ait, the respondents emphasized that this tull involvement met be 
undertaken with direction trom the superintendents 1 ottice or the central ottice. 
About halt ot the respondents telt that teachers should show more 
responsibility and interest in improving their teaching art through innovative 
techniques. However, nearly all the respondents felt that such innovations need 
control and that advisory consultation ehou.ld be practiced by the administrators, 
8Uper1.ntendents and principals, to obtain and use the opinions ot teachers on 
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bOW techniques can be implemented to improve the quality ot teaching. 'lhe 
converted mean score indicates that the leadership process utilized by this group 
on this issue is a low level consultative process bordering on the authoritative 
blnevolent. Greater confidence could be exhibited by superintendents in their 
teachers• sense ot responsi bl.11 ty for improving quality of teaching 1 but 
apparently, the new relationship between teachers and superintendents, resulting 
trom ever increaaing 1111 li tancy, has not been completely tested and worked out. 
Group "B" Respondents 
1 2 3 4 
1--''--~J__.___.~~1 __ __.~..__~J_l_,_1-'--__._l~l~•-1_.__,___4~!._1_,_4 ____ lii_J 
0 
(Points: 143 
(1) 10% (3) 30% (6) 60% 
m • 14.80 s • 3.96) 
It appears that this group is more democratic in their approach to evoking 
participation of teachers in developing new techniques geared to improve the 
quality of teaching. Again, total involvement is encouraged through organizing 
councils, committese and meetings with representation from teachers, administrators 
and board members. ntring one ot the interViews the superintendent emphatically 
•tated that "etatt-teacher participation ie an absolute must" and he eav no reason 
to raise the question again on this issue or any other issue involTing teachers. 
Most or the superintendents indicated that they haTe little or no taoe-to-
tace interact! on with teachers on the subject or improving the quality ot 
teaching. 'Ibey appear to be veJ7 concerned about losing control over classroom 
Proceedings. This general attitude ot apprehension i• expreHed in the following 
188 
Teachers very often become pre-occupied with issues which cause them 
to lose sight ot the real proteslional role they are entrusted With --
and quality of teaching can suffer. '!hat is why I encourage the PTAC 
(Parent-Teacbere-.Administrators Council) involve•nt. My' assistants and 
I work out the general scheme ot things -- and they work out the detail• 
vi th the teachers. Once the prograu are finalized, I look at the 
finished product in written form, change some ideas, question others, and 
tell the• what a tine job they did. 
It appears that the goal setters invite repreaentativea from other groups 
vbo serve as a bitter and catalyst between theuelves and teachers to taci 11 tate 
implementation ot educational prograu. Experience shows that involvement ot 
all groups concerned brings about a coneensus that "even a teacher group cannot 
rock. n 
Combined Responses 
l 2 3 4 
.__.....__._l--'l__.__l _1 _.___ ____ __._L 2 ~ i l J 3 3 1 l ~ l l l,__,_..;;;.2 _,_..;5.__._l _2 .-i,!_1 ____ , -'-1 ..........__.... 
(2) 8% (6) 24% (8) 32% (9) 36% 
(Points: 313 m • 12.52 S • 3.50) 
At first glance it would appear that the responses to thie item are 
difficult to reconcile with the apparent lack of confidence superintendents 
exhibit towards teachers on matters of budget recommendations. '!he reason tor 
this is that curricular imovations and new techniques for improving the quality 
ot teaching are interdependent. Moet innovations require financial resources tor 
illlplementation. How is it, then, that superintendents feel that teachers have 
IUbatantial responsib:l..11 ty and motivation tor implementing techniques, but have 
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11ttle confidence in their ability to submit budget recommendations. 
The above dichotomy can probably be best explained by rationalizing that 
superintendents have not lost complete faith in their teachers• abilities and 
they honestly feel that teachers should be involved in curriculum and teaching 
improvements. lht, the superintendent also feels the pressures of financial 
stress and, thus, is not in position to give his teachers full rein in making 
decisions which would infringe on his responsibility ot deciding the priorities 
to 'Which funds wi 11 be allocated. Superintendents look to teacher involvement 
in consultation rather than in decision making. Their recommendation11 1111st be 
weighed against the dollars available to implement new techniques and dollars 
available to satisfy teachers• demands tor increased salaries. 
Item (c) 
Category: ColllllWli.cati on interaction. 
Operating Characteristicsc Amount of interaction and co1111Wlication b7 super-
intendents aimed at intproving relationships 
between teachers and administrators. 
Operating Processes: (1) Very little 
(2) Little 
(J) Quite a bit 
(4) Much 
I 
I 
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Group "A" Responses 
1 2 3 4 
L 1 ' ~ 1 1 1~3!2~ 2 2 1 1 ~ 2 l 
0 (2) 13. 34% (8) 53.33% (5) 33.33% 
(Points: 204 m = 13.60 s = 3. 72) 
With the exception or the two respondents who continue to select point 
Tallles on the benevolent authoritative dil'llens1on of the scale, there is indication 
that superintendents are avare or the need tor interaction and communication 
between themselves and the teacher group. More than halt ot the respondents 
mentioned that Advisory Councils, Teacher-Administrator Councils and Teacher 
A11ociations are main vehicles through which interaction and collllllnicationwith 
teachers is ditfUsed through their representatives attending council, committee 
and association meetings. Sheer numbers make 1 t difficult to have continuing 
contact. 
Group "B" Responses 
1 2 3 4 
l i J __ _j_" !1!2Jli2!21 ! 2 t 
0 0 (6) 60% (4) 40% 
(Points: 150 rn == 15.00 s • 4.00) 
All the respondents expressed a consensus that frequent meetings between 
Principals and teachers tend to maintain a high amount or interaction and 
colllll'IUnication which in turn f'oetere good relaticmmips. Most or the 
'II' 
j 
11[, 
11 ;' 
;111 ii 
I 
' 
I 1' 
l 
191 
superintendents commented that there has to be a great amount of comnunicat1on 
and interaction on policy matters in order to have good relationships between 
teachers and administrators. However, half of the administrators j_n this group 
placed the responsibility or improving relationships between teachers and ad-
m.m.strators on blilding principals. 
Nearly all superintendents indicated that 1 t i B difficult to have a race-
to-race relationship with every teacher in the district because or number. All 
respondents mentioned a committee, council, association, frequent meetings 
between principals-staff-teachers, and written memoranda as techniques utilized 
to improve teacher/administrator relationships. More superintendents in this 
group than in Group A have Parent-Teacher-Administrator Councils and, from their 
c0111Ments during the interviews, it appears that this 1 s the main vehicle through 
vhich good relationships are teetered. 
1 
0 
(Points: 354 
Combined Responses 
2 3 4 
1 t l 1 1 i 4 ~ 4 t 1 J 4 4 ~ 1 ~ 4 ; 
(2) 8% (14) 56% (9) 36% 
m • 14.16 s • 3.83) 
Group B respondents scored on the scale dimension which indicates that 
their self-perceived leadership style demands more group participation, inter-
action and communication among members ot the school district than that or the 
leadership style uelectorfJ. Both groups ot superintendents, however, exh1 bit 
an awareness or the need tor substantial comannication and interaction. 
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Most superintendents agreed that good communication starts from the 
.uperintendent•s office. superintendents feel that contlict 11111st ~ resolved by 
open discussion of problems, bit there is some indication that discussions 
concerning policy matters and budgets should end after recommendations are sub-
m. tted to the superintendent. Perhaps the system is "hung up" on the structure 
which forces matters of policy and blJ.dgets into the superintendents• office and 
school board chamber• vhere the communication line betveen teachers and 
administrators ends. 
A few superintendents indicated that the amount or interaction and 
cOllDlnication 'With adllinistratora and teachers is dependent upon vho should make 
the decision and which set ct consequences resulting from alternative decisions is 
aore in the p!lblic interest. Apparently superintendents feel that their decisione 
on nolicies and blJ.dgets, and not those of teachers, serve the p!lblic interest in 
a better way. 
All respondents gave evidence that in their interaction procees to improve 
relationships with administrators and teachers, oral, written, upward-downward and 
lateral kinds of collDllnication proceases are used. Channels of conmamication 
between the superintendent and the teachers appear to be more indirect than direct, 
and involve other members of the educational system with whom teachers serve on 
comni.ttees, councils, and associations. It appears that in their interpersonal 
relatione with teachers, superintendents encourage participation through inter-
action and co1111111nication in a style which attempts to control teacher behavior, 
IXcludea the teacher from problem solving, particularly in the areas ot policies 
•nd bidgats, and concerns itself greatly with naluating teachers. 
Most superintendents indicated that they have a high ccmcarn tor their 
L 
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ability to coordinate all the groups with which they interact in their role aa 
cbief' school administrator. One of the school superintendents, in hie late years, 
stated during the interview: "Co1111111nication and motivation are the binding 
elements of coordination." 
Item (dl 
-
categorys Interaction influence. 
Operating Characteriat1.cas Amount and character of interaction with teachers on 
policy matters. 
Operating ProceHeas (1) lil ttle and always with reservation 
( 2) lil ttle, with some condescension and caution 
(3) Moderate and often with the least amount of confidence 
and trust 
(4) Extenli ve, friendly and With high degree of confidence 
and trust. 
Group "A" Responses 
1 2 3 4 
Ii ~ 1 l l f 2 ~ 4 ~ 2 ~ 1 2 l 1 L iJ 
(1) 6.67% ( l) 6.67% (10) 66.66% ( 3) 20% 
(Points: 191 m = 12.73 s = 3.55) 
Moat of the respondents appear to agree that teachers sbou.ld be imolved 
in policy tormlation, but the final decision rests 111 th the board and the 
8Uper1ntendent. Policy cov.urd.ttees with teacher representatives, advisory councils, 
Teacher-Administrator Councils (TAC), Parent-Teacber-Adlldni.atrator Councils, are 
194 
th• main vehicles through which interaction with teachers ie conducted in obtain-
ini teedback for policy formulation. 
The one respondent who selected the lowest point value on the scale is one 
o! the superintendents who expressed no confidence in teachers• budget 
recommendations and reels that teachers show no responsibility in devising 
techniques to improve the quality of instruction. During the interview he 
collltll8nted as tollowst 
Why should I coneult teacher opinion on policy matters? This 
belongs to the school board and myself. ot course, on occasion I look 
for feedback which helps to recommend policies to the Board. I do not 
advocate full teacher participation in policy development. Teachers are 
employed to behave within the tra"'8Work or established policies. 
ru.s respondent was also reluctant to answer items (b), (c), (d) and (e). He 
atated that a superintendent in a large district such as his, does not get 
:Lnvolved with teachers on matters ot curriculum innovations, budget reco•men-
dations, improving relationships between himself and teachers, a.."ld quality ot 
teaching. "These are matters which are the responsibility of my aHistants or 
the principals - and not resultant from a direct interaction between superin-
tendent and teachers." This respondent admitted that there are no programs, 
COIMd.ttees, or cOW'lCils involVing teachers in these matters. 
Another superintendent, selecting the highest point value on the fourth 
dimension of the scale, expressed an attitude in opposition to that ot the above 
QUoted respondents 
There has to be a great deal or interaction between 1117' office and 
teachers with regard to policy matters. '!be interaction ie very seldom 
on a person to person basis. :ait, I hne to know how they feel about 
certain policy matters and I get this feedback through the Advisory 
COWlCil, meetings of my principals and teachers, and sometiaee from lf1 
wife who meets a parent who talked to "Johnny's" teacher. If I do not 
get feedback, I may have a situation brewing which could require more 
than a simple statement of policy change to undo a bad situation. In 
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m;y ~ years of experience, many a seed baa been planted by a teacher 
for a conetructi.ve policy development. 
In general, superintendents interact With their teachers, either direct]3' 
or 1ndirect]3', or both, in a Dloderate way 'With only aome confidence and trust in 
their recomendati.ons and auggestiona on policy matters. 
1 
0 
{Points: 136 
l 
Group "B" Responses 
2 3 
0 (8) 80% 
m • 13.60 
4 
2 t 
(2) 20% 
s = 3.72) 
Most ot the superintendents in this group welcome teachers• suggestions 
on policy matters and all have one or more fcr•l council or collllli ttee groups 
through which teacher recoanendations can be digested tor consideration, but most 
of the reepondente indicated that final decisions on policy matters, juet as on 
bJ.dgets, are not made with teacher involvement. 'lhia group is characterized by a 
high degree ot self-perceived consultative leadership process with a fair amount 
of interaction 1d. th teachers on policy matters, but vi th reserved confidence and 
truet. 
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Combined Responses 
1 2 3 4 
G~__..l.-.r...---'---'-----'-...._._...___.__1__.__1 l s ~ 7 4 3 , 2 1 4 4 1 • 
(1) 4% 
(Points: 327 
(1) 4% 
m • 13.08 
(18) 72% (5) 20% 
s • 3.62) 
Eight percent ot the reepondents, two in number from Group A, indicated a 
self-perceived authoritative leadership process in their interaction with 
teachers on policy matters. Nearly three fourthe take the consultative position 
and only twenty percent perceive them.selves as participative group. The percent 
of responses tor both groups on this dimension was the same. 
Reactions to this item indicate that superintendents do not generally 
feel that teachers should have a voice in final dPcisions on policy formulation, 
and that the primary reason for interaction is to seek feedback and content tor 
policy formulation. There are many implications revolving around the teacher'• 
role in the decision making process inherent in policy formulation. Should a 
teacher have a voice in policy decisions? If not all policies, then which 
policies? Do the atatutes, empowering school boards to formulate policies, 
break down the relations between teachers and administrators because teachers 
are not permitted to participate in the policy decision making process? 
Should the teacher be limited to tull participation in the recommendation making 
process only? In general, m.oet superintendents feel that this is the role of the 
teacher in policy formulation and the interaction is limited to this privilege 
only. 
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rtem (e) 
-
category: Goal setting. 
0perating Characteristics: Manner in which superintend*"nts set programs with 
teachers to achieve curricular innovations. 
Operating Processes: (1) lblletin 
, 
0 
(Points: 209 
(2) lblletin, with opportunity to comment given or not 
given 
(3) Goals and programe are set after discussion of 
problem and planned action 
(4) Goals and programe are established by teacher par-
ticipation 
Group "A" Responses 
2 3 4 
~ , l 3 ~ , i 4 t 1 l , l 2 , i , ' 
(1} 6.67% (9) 60% (5) 33.33% 
m = 12. 11 s = 3.42) 
Only one respondent indicated that curriculum development programs are the 
responsibility of his Assistant superintendent of Curriculum, working joint~· 
With his principals without teacher participation. He identified the teacher's 
role as one of developing teaching skills to present curriculum content. He 
also stated that curriculum development progratllB and curricular innovations 
should be provided to the teachers, in order to help them increase their skills 
and understanding within the framework of what the superintendent and his 
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curriculum specialists devise. 'lb1.a respondent is a superintendent or one ot 
tbe largest districts in Cook County. 
Most of the superintendents felt that teachers should participate in the 
preparation ot guide linea tor introducing curricular innovations. A few 
111perintendente indicated that guide lines serve the purpose of helping teachers 
do a better job of contributing to the attain•nt of the educational goals 
ascribed to the public echool institution. They also felt that if teachers are 
not given the opportunity to contribute to developing guidelines tor new subject 
matter, they will not have sufficient motivation to do a good job ot teaching the 
subject, nor to suggest and implement better techniques of teaching. 
Nearly all the respondents indicated that colllll'd. tteea, conai eting or 
administrators, supervisors, teachers and members of the goneral public, function 
to develop guidelines for curricular innovations, bit that selected people With 
ability to write and edit curriculum guides usually take part in the detailed 
writing of curriculum materials. 
Some superintendents felt that it is difficult to involve a large group 
ot teachers in developing curricular innovations, because teachers do not feel 
accountable for their teaching effort, and leas yet, for the curriculum content 
ot their subject matter. These superintendents felt that teachers use 
techniquee without evaluating results. One superintendent commenting on this 
Problem stated that "mybe 1 ts our fault because they do not have adequate and 
Proper tools to evaluate more quantitatively the results or various alternntivaa. 
I don• t know -- its a problem. " 
About one third ot the superintendents indicated that their teachers are 
actively involved through committee action, aesigDlll8nts, meetings, and research 
1] 
I 
.
11
1
: 
I' 
199 
in establishing goals and programs. Sex education and changes in social studies 
were mentioned again ae the most recent curricular innovations in most of the 
school districts administered by these superintendents. 
Approximately siXty percent o:t the respondents invoke the participation 
ot teachers on a consultative basis and, after gleaning all the pertinent ideaa 
and suggestions !rom teachers• comments, asaign the task ot developing goals 
and programs to their curriculum specialists and epecial committees. 
1 
I J 1 ! 
(1} 10% 
(Points: 159 
Group "B" Respondents 
2 3 
0 (2) 20% 
m = 15.90 
4 
(7) 70% 
s. 4.18) 
One superintendent trom this group selected a point value in the first 
dimension of the scale identified as authoritative exploitive. 'Ihi.s respondent 
administers a medium size K-8 school district in one of the far Northwest 
suburban communities. Comments made by this superintendent during the interview 
indicated that he relies greatly on what neighboring sch~ols do in the area ot 
curriculum changes and innovations, and he just simply implements programs, 
totally or modified, which his colleagues adopt. He felt that his district has 
neither the resources nor the manpower to expend on programs ot curriculum 
develo9ment. For this reason, bulletins, professional articles, literature 
obtained from neighboring school districts, and his ideas are the basis tor 
curricular changes and innovations in the respondent's district. 
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Nine of the ten respondents agreed that goals and programs must be worked 
out by teacher participation. 'Ihe methods used by respondents varied in some 
ways, but nearly all superintendents utilized committees and councils to develop 
goals and programs. Some entrusted this responsibility to their Assistant 
superintendent or Curriculum. An example of this type of approach is contained 
in the following comment made during an interview by a superintendent of an 
affluent near Northwest suburban community: 
My Assistant Superintendent of Curriculum initiates meetings with 
building principals to discuss curricular innovations. lbilding prin-
cipals subsequently meet with their teachers, either in total or by 
specific departments. For example, we are working on curricular inno-
vations in the fields of Science, Mathematics, Drug Education Programs, 
and Sex Education. 
Most administrators in this group agreed that teachers should be involved 
in curricular innovations and curriculum development. They do not indicate that 
this involvement infringes upon the administrative responsibility of euperin-
tendents and principals. 
1 
• 1 l 
(1) 4% ( 1) 
(Points: 368 
Combined Responses 
2 3 
4% (11) 44% 
m • 14.72 
4 
(12) 48% 
s • 3.94) 
Nearly one half of the respond~nts feel that teachers should have full 
involvement and participation in establishing goals and programs arising from 
curricular innovations. They advocate the Curriculum Council, Advisory Council 
or special committees to facilitate a program of curriculum de:velopment and 
L 
, I 
i 
I 
I 
11 
"'-
I 
l 
201 
edUcational planning. These committees or councils are utilized to review 
curriculum plans and guides in order to provide recommendations for action by 
the superintendent, and when appropriate, the school board. 
Some superintendents utilize their building principals to meet With 
teachers for the purpose of developing guidelines and programs. Council member-
ships are represented by teachers or all grade levels and major subject areas. 
curriculum study committees were mentioned by less than half the respondents. 
These committees are utilized to study overall problelllB related to a specific 
area, establish guidelines for further study, make recommendations for curriculum 
change; bring together the latest and best teaching practices and procedures, 
study instructional materials, write curriculum guides or resource units, 
prepare teaching aids, etc.23 
The percent or Group E respondents who agreed to full participation and 
involvement in curriculum innovations and development, including the establishing 
of goals and procedures, was more than two times greater than the Group A 
respondents. The goal selectors appear to rely more heaVily on greater teacher 
motivation and participation than the leadership style selectors to develop 
curriculum programs and implement curricular innovations. Converted scores place 
the Group A respondents in the middle of the consultative leadership process, 
probably because they rely more on involving teachers in discussions of problems 
and planned action, whereas the goal selectors• self-perceived leadership process 
is scored in the lower end or the participative group dimension, because they 
Probably rely more on teacher participation in establishing curriculum goals 
and programs. 
2Jw1lliam J. Attea, Superintendent of Schools, District 34, Cook County, 
11( linois. (Glenview Public Schools), Proposed District 34 Cooperative Plan 
Copyright 1970), pp. 1-15. 
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Interaction Group 4 - Parents 
rtein C!l 
-
category: Supportive behaVior 
0perating Characteristics: Extent of superintendents• confidence and trust 
in parents• recommendations on how tax money is 
to be spent. 
Operating Procesees: (1) No confidence and trust 
1 
+ 1 t 1 
(2) 13.33% 
(Points: 165 
(2) Condescending conf'1.cence and trust 
(3) Substantial, but not complete; wishes to keep con-
trol of decisions 
(4) Complete confidence and trust 
Group "A" Responses 
2 3 
4 1 
(4) 26.67% (8) 53.33% 
m • 11.00 
4 
(1) 6.67% 
s • 3.20) 
1 
More than half of the respondents indicated that parents, in general, do 
not relate the cost demands required to satisfy educational needs of their 
children with the corresponding economic output which they must provide to pay 
for improving and expanding educational progralT18 and facilities. Respondents 
felt that school districts are experiencing a tax rebellion. Parents do not 
know which educational needs 1111st be satisfied and consequently they are not 
aware of how 111Uch money they are willing to spend on education. 
I 
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Most of the respondents stated that parents set up a limit on spending 
for education, not on the basis of need, but on the basis of what is le!t over 
from their disposable personal income after spending and saving for other short-
term and long-term needs. As one superintendent stated: "The interest in 
spending for education is inversely proportionate to the amount of money remain-
ing in the pocket book after paying all the bills." 
Most of the respondents felt that this is one area in which parents, 
particularly property owners, have an opportunity to negate something for which 
they must pay. They fight the tax rate and the resultant reduction in educa-
tional benefits to their children is simp~· a bad effect which they tolerate. 
"'!here• s always the lilli t -- without sacrifice." Nearly all the re epondents 
agreed that parents, as tax payers, are not willing to face up to the reality 
of increasing costs because: (1) they do not realize how lllUCh they should spend 
for increasing educational productivity; (2) they are not willing to sacrifice 
at the expense of reducing spending on luxur1esJ and (3) they do not understand 
the relationship between educational needs and developmental growth, and the 
fact that the cost of providing developmental tasks, through educational programs 
and facilities, to meet the development growth, is continuously increasing. 
More than halt of the respondents admitted that at least one referendum or 
bond issue was voted down in the last two years. All respondents indicated that 
their school beards' efforts to increase educational anc building tax rates have 
111et with various degrees or resistance. It is becoming more difficult to pass 
referendums on construction bone issues. This pattern is very similar to the 
one experienced by school districts on a national level. Seventy percent of 
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school bond issues have been voted down by local taxpayers in the last six 
months, reflecting growing dissatisfaction ldth and apathy towards public 
24 
education. 
Only a few of the respondents indicated that the apparent lack of con-
!idence in parents• recommendations on how tax money is to be spent for educa-
tion may be due to the failure of the school to be responsive to its clients 
because of the sheer size of the educational bureaucracy. Perhaps this is a 
sign that, more fundamental to the quest by individual parents, there is a need 
for some Viable mechanism whereby the school district can be held accountable 
for its decisions and actions. The structure of the school does not recogni2e 
parental rights of public review of school activities. Apparent~ the issue of 
accountability of school personnel for their performance smolders behind much of 
the bitterness in parent-school conflicts, ancl "is just beginning to erupt in the 
suburbs. 1125 Since only a few of the respondents gave thought to this problem as 
being one of the underlying reasons for parents• resistance to tax rate and bond 
referendums, it appears that the superintendents either have not come to grips 
with the problem, or do not know what course of action to take in order to 
resolve 1 t. 
24 
, "Assignment: Today's Educational Problems," 'lhe American 
School Bo,_a_r_d,,.....,,J-cur_na_.i-, CLVIII (November, 1970), p. 14. 
25tee and Joan Firester, "Wanted: Rx for the Equitable Management or 
Parent-School Conflict," Elementarz School Journal, LXX (February, 1970), 
w. 239 - 243. 
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Group "B" Feeponses 
1 2 3 4 
L 1 2 1 J t_ J 2 l f 4 + 1 jj 
(2) 20% ( 1) 10% (7) 70% 0 
(Points: 105 m • 10.50 s • 3.10) 
Although the percent of these respondents who selected a self-perceived 
leadership process on the .f'lrst two authoritative dimensions is slightly less 
than for Group "A", the mean and score of the Group "B" responses on the scale 
indicate that the attitudes of this group towards parents is less confident 
than that of the leadership style selectors. 
When asked whether the respondents support parents• advisory councils on 
hOlol tax money should be spent, all respondents an8Wered negatively. All agreed 
that parents could not arrive at a consensus on how money should be allocated to 
educational programs. "Some push science, others emphasize mathematics, others 
1r1ant sociology and some want French. So, how would a school board and superin-
tendent proceed w1 th re so lVing this confiict ?" 
Another respondent's comment reflects the general attitude of superin-
tendents in this group. 
Parents are the worst people to ask about how tax money should be 
spent. They want everything that would make their children comfortable 
tasty lunches, good playgrounds, supervised playgrounds, good bus 
eervice, nice classroome, involvement in social and athletic events, 
etc. -- but, they do not seem to relate tax money to educational programs. 
I'll bet that the average parent does not have the faintest idea about 
how much these programs cost. 
About half or the respondents expressed some degree of empathy towards 
the parents• struggle with the high real estate taxes. Some superintendents 
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identified themselves with parents• attitudes toward taxes because they them-
selves own homes and have children of school age. Only one respondent stated 
in definite language that he respects parents• recommendations on how tax money 
18 to be spent. ait, he added that "if they were not burdened with high taxes, 
parents would be willing to spend additional funds for education." This 
respondent considered parents• recommendations to be reasonable and wise. 
Combined Responses 
1 2 3 4 
t + i 1 3 1 i 1 i 3 4 i 1 ~ 9 ! 1 1 
{4) 16% {5) 20% {15) 60% { 1) 4% 
{Points: 270 m II 10.80 S a 3.16) 
It appears that both groups feel that parents would not know, nor could they 
agree, to which educational programs tax money should be allocated. Respondents 
suggest that parents should be partners of the school. Home and family are first 
in priority of importance as agents of educ2tion. "The typical child is awake 
on an average of fourteen hours per day and the school has the child for only 
five or six hours or that waking period of time. So, it must be recognized that 
the home is more important. tt fut, respondents suggest that parents should under-
stand the sequential growth patterns of children at various age and grade levels 
before they are consulted on how tax money should be spent. 
Respondents of both groups expressed very little desire to include parents 
in decisions involving the allocation of tax rooney to educational programs, but 
did suggest involvement on selected issues in a consultative process only. 
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Item (b) 
-
category: Motivational Forces. 
0perating Charactel\1.stics: Amount of responsibility felt by parents for 
improving quality or teaching. 
Operating Processes: (1) Very little 
(2) Some 
( J) Substantial 
(4) Real responeibility and motivated to support programs 
Group "A" Responses 
1 2 3 4 
l2 ~ t 1 i 1 2 ~2t1~1 1 i ~ 2 l 2 i J 
(4) 26.67% (6) 40.00% (5) 33.33% 0 
(Points: 123 m = 8.20 s = 2.64) 
Respondents indicate an area of conflict even more severe than on the 
issue of spending tax money. About two thirds of these superintendents expressed 
little confidence in parents• feeling of responsibility for improving the quality 
or teaching. Learning problems appear to be the major issues in this area. The 
general attitude of the respondents appears to be that parents are not concerned 
'With the quality of teaching as long as all goes well in teacher-pupil relation-
ships. 
All responrlents felt that opportunities should be provided to inform 
Parents of teaching programs. More than one half of the respondents minimized 
the effectiveness of Parent Teachers Associations as a vehicle of communication 
to inform parents of educational programs. They place more emphasis on 
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Administra tore and Parents Councils, some of which have already been mentioned. 
Again, comments such as the follOliling renect the general tenor of the 
responcents• attitudes towards parental responsibility and interest in quality 
of teaching• 
If youngsters come home happy; if milk does not get sour; if teacher 
does not pick on "Johnny," parents do not complain. Generally, they do 
not question what we are doing to improve teaching so that "Johnny" 
could learn more. 
Another superintendent placed the blame for the apparent lack of parental 
interest and responsibility in this area on the failure of the school to inform 
and educate parents so th.at they could be more discerning and knowledgeable 
about what consti tu tee good teaching and good educational prograu. The 
respondents feel that parents show some responsibility in school programs and 
offerings, but very little responsibility for the quality of teaching. Nearly 
all respondents indicated that prime responsibility for improving the quality of 
teaching rests with the school, but parents should share in this responsibility. 
Group "B" Responses 
1 2 3 4 
i 1 ~ 1 ~ l 
• 
~ 1 ~ 2 l t 1 ~ 3 • 1 + 
(2) 20% (3) 30% (5) 50% 0 
(Points: 99 m • 9.90 s • 2.98) 
Although the overall level of confidence tor this group is higher than 
that of Group A respondents, as evidenced by the mean of all point values, 
c•.lt A. .sJigfitlf lJ. l'~e:J' 
there is indication that a-&••llAn' percentage or goal selectors than leadership 
etyle selectors are Willing to share with parents the full responsibility of 
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evaluating the quality or teaching. Peeponcents indicated that parents are 
very cooperative whenever controversial matters related to quality of teaching 
ariee. For example, if parents are critical of teaching and or teachers, this 
criticism generally occurs as a by-product of some other problem, such as, 
disciplinary action or a controversial subject, such as, sex education, or an 
approach to teaching some phase of social studies. Sit, in general, parents de 
not seem to be interested in evaluating the quality of teaching in terms of 
techniques, presentation and methodology. 
Only one respondent indicated that he felt parents show interest and res-
ponsibility in evaluating the quality of teaching in his schools. He stated 
that many new-comers move into the community served by his school district, 
specifically for ma.king available to their children the educational opportunities 
of the school district. The respondent felt that this is indicative of their 
interest in the quality of teaching. The League of ~·'omen Voters show a keen 
interest in this area. 
Group B respondents appear to share somewhat the same attitude on this 
issue as does Group A, name lJ, that parents fee 1 some re sponsi bi 11 ty for the 
school programs and offerings, but very little responsibility for the quality 
or teaching. The basic reason for this lack cf responsibility, as advanced by 
the respondents, is that parents are not knowledgeable about what constitutes 
good teaching, and how it affects the learning process or their children. 
The majority of Group B superintendents appeared to indicate a concern 
over parents• lack of an adequate, basic knowledge or the learning process and 
teaching skills. They feel that parents are also teachers of their children, 
and parental efforts to teach and train their children, should be mutually 
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supportive of the teacher's efforts to educate the chi le. To upgrade student 
skills, teacher skills must be upgraded simultaneously. Peth require an uncer-
standing of the learning process and the teaching process. Teachers and parents 
must share in the responsibility for understanding both processes. Parents need 
an appreciation and some knowledge of both processes as a pre-requisite for the 
greater interest that superintendents would like to see parents show towards 
quality of teaching. 
Combined Groups 
1 2 3 4 
I 2 i 1 ~ 1 t 1 t 1 l 2 i t 2 l 2 i 3 1 +li5!3~ ,_J 
(6) 24% (9) 36% (10) 40% 0 
{Points: 222 m • 8.88 s • 2.78} 
It appears that superintendents view the responsibility felt by parents 
for the quality of teaching with only some confidence. Reasons advanced for 
this lack of show of responsibility were as follows: (1) parents are mere 
concerned with the physical and emotional well-being of their children; (2) 
parents are not afforded the opportunity to evaluate the quality of teaching; 
(3) parents are not knowledgeable, anc (4) the school does not inform the 
parents on teaching techniques, methodology, and manner o! evaluation. 
Perhaps there is a more basic reason for the superintendent's attitude 
toward the felt responsibility of parents on quality of teaching, namely, that 
teaching quality is difficult to measure in terms of the maximum benefit that a 
studPnt should derive from the best teaching method. Secondly, it is difficult 
I 
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to conclude that one teaching method is better than another because it is 
difficult to develop a tool which woulc produce a conclusive evaluative measure-
ment of the effects on pupil behavior of arv given teaching method. 
Two significant trends, however, appear to be related to this attitude 
exhibited by superintendents and, if ignored, can cause a collision course. 
On the one hand, parents refuse to accept the unchecked authority 
of the school. On the other hand, teachers are demanding and gaining 
increased immunity from review of their actions by parents and 
administratore. In their desire for autonomy, teachers have largely 
ignored any serious concern for parents', responsibility or parental 
rights. Unless there is strong evidence of gross violation of rules, 
parents have no recourse over any action the teacher or the school may 
take (whether erroneous or not) which they view as an impediment to the 
right of their child to succeed. Parents who exercise their theoretical 
"-'" 
right to air their grievances or question educators26decisions learn to consider the possible consequences for their child. 
Both groups or respondents appear to be reluctant to include parents in 
the decision making process and to share with them viewpoints and information 
on what conat :.tutee a good quall ty of teaching. For this reason, more than 
half of the respondents exercise an authoritative leadership process and the 
remainder involve the parents only in a consultative process on selected issues 
only. 
Item (c) 
Category: Comll!Unication Interaction 
Operating Characteristics: Amount of interaction and communication aimed at 
gaining parents• understanding of school problems 
anc progress. 
26Lee and Joan Firester, "Wanted: Rx for the Equitable Management or 
Parent School Conflict," p. 241. 
Operating Processes: 
l 
0 
(Points: 218 
(1) Very little 
(2) Little 
(.3) Quite a bit 
(4) Much 
Group "A" Fesponsee 
2 3 
0 (11) 73. 33% 
m = 14.53 
21.L 
4 
i 3 + 1 ~, _ _.,__. 
(4) 26.67% 
s = 3.91) 
Respondents incicate that, in spite of the many problems facing the 
schools, their comtnUnication and interaction on problems is extensive. During 
the intervie~s the superintendents indicated that the major problem is the 
gro~ing enrollment which has buret past the capacity of available claserooms and 
funds for additional facilities are needed. Growing population has caused severe 
overcrO'Wding and requires immediate step-ups in building capacity. Present 
school income is not sufficient to pay for the cost of education. For example, 
one respondent stated that the starting salary for a teacher with a B.A. degree 
and no experience has risen from $5,200 to $7,040 within the last three years. 
Local effort supplies 63 percent of educational fund income, while state aid 
contributes 32 percent. There is no immediate prospect in sight for obtaining 
grea.ter etate aid to alleviate the tax payer's burden. 
Information gathered during the interviews indicates that the channels of 
communication on problems and progress of schools are primarily interaction 
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groups, committees and councils, and publications. All respondents indicated 
that their echool district employs a combination or any of the following: 
Administrators Councils, newspaper media, printed material, public relations 
activity, Publicitors (a position title used in lieu of Public Relations Manager 
or Director of Publi.c Relations) and PTA 's. Most of the respondents appeared to 
be concerned about the need to improve the image of public education. Titles 
of some of the publications obtained from the respondents during the interv1e10s 
are: Chalkboard, edited and published quarterly by a Publici tor; Can He 
Continue Good Schools in Nabrubus?; 27 Fair Chance for Children; Superintendent's 
Neweletter; The Communicator; Perspective, and others. 
A review of the numerous publications collected sh~s that the following 
school problew£ and issues were communicated in printed form to both parents and 
community. 
Drug abuse education 
Learning Resource Centers 
District's TMH children 
Educable handicapped 
Referendumfl 
Career opportunities 
Developmental classrooms 
Methodology anc materials 
School insurance 
Sports activities 
Special education programs 
J:Uilding and remoceling costs 
Progress report 
Trouble with the education fund 
Learning inquiry lab 
Self-directed children 
Creative arts 
Genetics 
Summer library program 
Most respondents felt that parents do not have a clear understanding of 
school problems and progress, but incicated that they are exerting great effort 
27For purposes of this dissertation the identity of the community served 
by the respondent's school district has been withheld. 
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to interact and communicate \Iii th parents to inform them of problems and new 
programs. The main emphasis ~as placed on financial problems. Nearly all 
superintendents advocated gooc public relations, but less than half showed any 
enthusiasm in utilizing teachers as the channels through which public relations 
programs are to be implemented. The majority prefer to use channels other than 
teachers in their indirect interaction process with parents. 
Group "B" Responses 
1 2 3 
____ ___.___...__..___.._____._t__ . ~ i 2 + 1 t 
( 4) 40% 0 0 
(Points: 152 m • 15.20 
4 
i 1 l 1 + 4_~_1_~ -------
( 6) 60% 
s • 4.04) 
Indirect anc direct interaction and communication processes are utilized 
by this group of respondents or which more than one half encourage full parent 
participation in support or solutions to some problems. There appears to be 
very little interaction and communication between superintendents and parents 
en issues of policy, budgets and teaching. Moet of the emphasis is placed on 
funding and solicite support from parents for funding educational programe 
including additional building facilities. 
Some or the communication channels utilized by these respondents are as 
follDlVB: open board meetings, question anc anS"Wer seseions at PTA meetings, 
~eekly staff bulletin, advisory councils with parent representatives, leaflets 
and pamphlets. Fespondente believe that the education or children should be 
socially relevant. They indicated that such things as the concepts of 
i 
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community, of social consensus, of social conflict and crisis are problems and 
~hat more relevant way coulc there be to transmit these problems than through 
communication and interaction with "home baee," the parents, to make them aware 
of the environment to which their children are exposed? That is "Why their se1.f-
perceived leadership style with parents is democratic -- not politically, but 
socially democratic.28 
Combined Pesponses 
1 2 3 4 
_J ___ _L,_,_____.._t _ _L ___ L__.__j_J_ J 3 t 2 i 3 J_1_ ! s l 1 + 1 + 2 + 
0 
(Points: 370 
0 (15} 60% 
m • 14.80 
{10) 40% 
s = 3.96) 
There is a great deal of communication and interaction between super-
intendants and parents aimed at getting parents• under!tanding of school 
problems and progress. However, respondents indicated that nearly all the 
communication and interaction is indirect and downward rather than a two-way, 
direct face-to-face conversation between superintendent and parents. 
The interaction-communication process is geared toward gaining support 
from parents, primarily en matters of finances, rather than joint involvement 
28 n.. Joe R. Dl.lrnett, "Changing the Social Order: The Role of Schooling," 
Educational Theory, XIX (Fall, 1969), p. 335. 
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of parents to establish educational goals and programs. To gain support, super-
intendents feel that channels of coUltll\lnication must be left open so that 
parents can learn about and appreciate the values of these funded programs 
designed to satisfy the needs of their children. 
rtem (d} 
category: Interaction influence 
Operating Characteristic: Amount and character of interaction with parents on 
matters of school discipline. 
Operating Processes: (1) Little and always with reservation 
(2) Little with some condescension and caution 
(3} Moderate and often with fair amount or confidence ano 
trust 
(L) Extensive, friendly with high degree of confidence 
and trust 
Group "A" Responses 
1 2 3 4 
L ~ 1 j 1 ~ 4 ~ 1l_u_ , 1 l 2 1 1 i __i 
(2) 13. 33% (5) 33.33% (7) 46.67% (1) 6.67% 
(Points: 154 m = 10.27 s = 3.05) 
Nearly all respondents mentioned disciplinary problems of classroom 
disturbance, dress, hair style, protest action resulting from dismissal of a 
teacher, drugs, narcotics, vandalism, insubordinate behavior of student, 
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truancy, fighting, disrespect, smoking on school premises, writing on walls, 
and vulgar language. All superintendents in this group exhibited a concern 
over ma.king appropriate educational decisions and taking proper disciplinary 
action when problems arise. 
Less than half or the responcente stated explicitly that they avoid all 
personal interaction with parents on disciplinary problems, if at all possible. 
All respondents indicated that "teachers have full authority over pupils in 
carrying out their function of education, and this authority is supreme." 
'Ihese superintendents feel they are legally vulnerable on matters of discipline. 
This portion or Group A respondents indicated that they rarely use dismissal or 
suspension as a form of disciplinary action. 
More than half of the reapond•:nts indicated that on utters or diecipline, 
full cooperation from parents is solicited and their involvement with parents 
ranges from moderate to extensive, depending on the gravity of the matter, the 
nature of the student, the personalities of the teacher, principal and parents. 
Most respondents indicated that their teachers are expected to take care 
o.f their own disciplinary problems. If the teacher cannot control them, the 
principals are expected to enter into the picture. superintendents step in 
~hen the matter gets out or control or requires attention or agencies outside 
the school jurisdiction. 
In general the attitude of the respondents towards problems of discipline, 
in their relationship with parents, is one of caution with parents and respect 
for the teacher's position of in loco parentis, which encharges the teacher with 
the discretion of a licensed professional to exercise reasonable care of the 
.1 
i•I 
pupil in the place of a parent. They recognize that the parent also hae a right lil 
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under the law, but that some parents attempt to draw a fine line between the 
areas where the superintendent's rights end and their rights begin. 
Some respondents indicated that there is no policy on wearing apparel, 
and most of the respondents stated that a code of standards on matters of dress 
~as established with full participation and involvement of parents. The 
attitude of most superintendents on codes of standards for matters such as 
dress is reflected in the comment made by one of the respondents: "After all, 
the Supreme Court has decided this for us, so let the parents come to their own 
decisions. We can't enforce all the standards, but we have the support of the 
maj ori ty wish. " 
The philosophy of the district's education plays a role in pupil dis-
cipline and parents have a part in shaping policies on discipline. If dis-
cipline in the school.8 is interpreted to include maintenance of order and the 
enforcement of regulations, then the school and parents should share in mutual 
disciplinary responsibilities, in one form or another. Parents should share in 
this responsibility because they have a prior responsibility for and right to 
their children. On the othe:: hancl, the school must be conscious of its 
responsibilities to all members in attendance, whether attendance is in the 
classroom or on the school premises in general. 
There are times when action is necessary to preserve the morale of the 
group. ait, the conditions under which and the manner in which disciplinary 
action is to be dispensed will also depend on the school district's philosophy 
of education which shoulo contain a broad statement pointing to the intent and 
purpose of discipline. For example, disciplinary action should not be 
administered as a method of repressing the pupil for the sake of repression. 
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Discipline must have some affirll18tive purpose, namely, to change the behaVi.or 
of the chilo; to arouse his interest; to use rational compuleion only when 
necessary; to respect the personalities of pupils; to guide and stimulate pupils 
to better performance; to help pupils develop by their own efforts. 
Discipline does not necessarily imp~ punishment. Mental discipline 
implies practical thinking and problem solving; moral discipline may imply the 
respect of a pupil for other persons. '!he principles of a philosophy of 
education relative to discipline can be stated in terms of objectives. Not all 
programs geared to attain these objectives will be received by pupils with a 
feeling which is devoid of some sense of punishment anc some tasks assigned to 
students may be viewed as punitive f'rom the child •s way or thinking. Most of 
the respondents indicated that a cooperative effort on the part of the school 
and the parents should be exerted to mold proper attitudes in the child so that 
these negative feelings can be avoiced. 
wben discipline means dispensing punishment, many Group A respondents 
indicated that such action should be taken within the framework or the 
district's philosophy of education. The philosophy should focus on the well-
being of the pupil and the exercise of mature judgement. to make appropriate 
educational decisions when disciplinary problems arisee Parents should have a 
part in shaping policies on discipline for reasons given above. '!hose who 
participate in shaping these policies should be guided by the objectives 
contained in the district's philosophy of education. 
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Group "B" Respondents 
1 2 3 4 
~ j ! _ L_j_ 1 1 1 t ~ 5 t 1 1 ,__u__i_J 
0 (1) 10% (7) 70% (2) 20% 
{Points: 134 m = 13.40 s = 3.68) 
Only one respondent, or ten percent of this group, felt that superinten-
dents should deal with parents in a cautious and condescending manner on matters 
of discipline. The majority indicated that parents are cooperative and their 
relationship on disciplinary problems is extensive ane friendly in an atmos-
phere of ll'Utual trust and confidence. 
Generally, however, just as the respondents in Group A indicated, super-
intendents in this group get involved with parents in serious disciplinary 
problems only, like expulsion for serious misbehavior, drug problems, and in 
situations where parents insist on seeing no one else but the superintendent. 
Much of their interaction is indirect, consisting of coaching principals and 
staff from the sideline, but when the interaction with parents becomes direct, 
the respondents appear to be more amenable and approachable by parents than 
respondents of Group A. In shaping policies on discipline the Group B 
superintendents indicated a greater amount of interaction communication with 
parents than did the Group A respondents. However, the interaction communica-
tion process was mostly indirect, through councils and committees. 
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Combined Responses 
1 2 3 4 
I , 1 1 J , __ _,_~~~'~4_.~L--'+,__2_,__4~~--L2....L..!.~J_1.:._i,~2~~i.-..:..1.~~~_,__. 
(2) 8% (6) 24% (14) 56% ( 3) 12% 
(Points: 288 m = 11. 52 s = 3.30) 
Only twelve percent of the combined groups indicate a self-perceived par-
ticipative group or democratic style of leadership which invites full partici-
pation and involvement with parents on setting a code of standard on disci-
plinary matters. Over one halt of the respondents consult with parents and 
solicit their ideas in formulating a philosophy or education which includes 
local guidelines for dealing with certain disciplinary problems, such as, 
wearing apparel, hair style, drug abuse and other infractions ranging from mild 
insubordination to juvenile delinquency. 'l'hey feel parents nu st be involved 
because responsibilities overlap between home and school. 
Item (e) 
Category: Goal setting 
Operating Characteristic: Manner in which programs are set to achieve curricular 
innovations. 
Operating Processes: (1) Announcement made 
(2) Announcement made, opportunity to comment may or may 
not exist 
(3) Goals and programs are set after discussion of 
problem and planned action with parent groups 
L I J 
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(4) Goals and programs are established with parent 
group participation 
Group "A 11 Respondents 
1 2 3 4 
L.u t 1 L-1. 2 i 3 t 2+4Jl! l -
* 
t ~ 1 
(2) 13.33% (2) 13. 33% (10) 66.67% (1) 6.67% 
(Points: 168 m = 11. 20 s = 3.24) 
Respondents indicate that parental participation in developing curricular 
innovations should be solicited to a greater degree than their recommendations 
on improVing the quality of teaching. But, most of the respondents expressed 
some reservation about the extent to which this should be done. They indicated 
that, generally, parents set the cue for inviting anc soliciting participation. 
The general attitude of most superintendents on this subject is reflected in 
the foll01i1ing comment made by one of the respondents: 
We can start teaching archeology and parents would remain silent. 
Change the course in social studies to include treatment or racial 
equality or ethnic groups -- and interest awakens. Controversial matters 
stir up interest and polarized opinions. ~e sort of sense the degree of 
parental involvement from the issue at hand. 
Most of the respondents indicated that curricular innovations are pro-
cessed through intensive investigation. Nearly all respondents exert an effort 
to solicit the understanding of parents and invite parents to serve on commit-
tees for the express purpose of participating in curriculum development. They 
solicit ideas, not only from parents, but other persons in the communit,. For 
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example, half the respondents mentioned some type of committee, with parent 
representation, established for developing curriculum content and programs on 
famil)' living and sex education. Parents were also invited by principals to 
vie\ol the audi a-Visuals on family life. 
Most respondents agreed that parental involvement in establishing goals 
and programs through discussions and explanation of planned action is vitally 
necessary in such sensitive areas as sex education and social studies. Perhaps 
this is characteristic of any suburban community, particularly where affluency 
is the style of living. Any innovation that touches upon morality and social 
sensiti'Vity demands parental participation. "Otherwise, problems arise, if we 
attempt to legislate a program into action without first getting majority 
parental approval." 
Only a small percent of the responcents were reluctant on agreeing to 
parental participation, either on a discussion level or in actual participation 
to formulate goals and programs, but condescended to some form of participation 
wheri curricular innovations are a result of a parental demand. It appears that 
this group of respondents would welcome greater participation of parents, but 
perhaps other forces have a restricti~g effect on their desire to expand 
parental involvement and participation in developing curricular programs. 
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i 1 i 1 2i1J3J1 
20% (7) 70% 
m • 12. 10 
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( 1) 
s • 3.42) 
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About eight percent more of these respondents than Group A superintendents 
exhibit a higher degree or expectancy for parents to be involved somehow in 
developing curricular innovations. This group also indicated that parents ex-
hibit a genuine interest in sex education and social studies programs. With 
regard to other subjects, respondents indicated that parents show more interest 
in sports and social actiVities. 
<:ne respondent summarized his thinking on this issue as .follows: 
People on the North Shore do not understand their role as parents. 
Even men in the medical professions are somewhat fa:! lures in this regard 
because they do not understand the sequential growth process of children, 
particularly during the critical years up to age eight. The major 
physiological, emotional and intellectual developments are quite 
completed before age eight. Early childhood education is most important 
and requires parent education to complement the child's education during 
this critical stage of early child development. Perhaps if they under-
stood this they would be more concerned about goal setting as related to 
various stages of developmental growth. 
The majority of respondents felt that whenever a curricular innovation 
is planned, all interested part1e11 should be consulted and given the opportunity 
to express their opinions and ideas -- parents, clergy, the medical profession, 
business men, community organizations and others. 
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The attitudes of both groups toward this issue are very similar. For 
the most part, both groups feel that parents should be involved in curricular 
1nnovations because (1) home and school overlap in the child's educational 
process, (2) parents should play a role in shaping the district's educational 
philoeophy and p:tograms to attain goals and objectives, and (3) parents pay for 
the education of their children and should be concerned about the services for 
which they pay. 
Hawever, respondents differentiated between degrees of participation. 
Only eight percent feel that parents should be totally involved in established 
goals and programs. A little more than two thirds would encourage discussions 
and an exchange of ideas to arrive at a consensus on direction to be taken. 
~enty percent prefer to announce the worked out plans, goals and programs. 
It appears that in addition to "managerial" leadership, superintendents 
1111st exert "instructional" leadership in order to get at the educational 
problems in their interaction with parents and other interaction groups. 
Parents seem to be calling for an open, sensitive school environment to which 
they can contrib.lte. Superintendents show some reluctance to invite full, 
enthusiastic participation of parents. 29 
29N"eil P. Atkins, "What Do They \\ant?" F.ducational Leadership, X:XVII 
(February, 1970), pp. 439-441. 
characterietic 
(a) 
(b) 
(c) 
(d) 
(e) 
Total 
Characteristic 
(a) 
(b) 
(c) 
(d) 
(e) 
Total 
Characteristic 
(a) 
(b) 
(c) 
(d) 
,_ 
(e) 
ToTal 
,_ 
228 
SUMMAFY TABLES OF NUMBER AND PEFCENT OF 
SUPERINTENDENTS' SELF-PERCEIVED LF.ADEPffiIP PROCESSES 
IN THEIF INTERACTION WITH PARENTS 
TABLE 8-1 
Group "A" 
1 2 
.3 
( 2) 13 • .33% ( 4) 26.67 ( 6) 5.3.3.3% 
( 4) 26.67 ( 6) 40.00 ( 5) 3.3. 33 
0 0 0 0 (11) 73.33 
( 2) 13.33 ( 5) 33.33 ( 7) 46.67 ( 2) 13 • .33 ( 2) 13.33 (10) 66.67 
(10) 13.33 (17) 22.66 (41) 54.66 
TABLE 6-2 
Group "B" 
1 2 3 
( 2) 20.00% ( l) 10.00% ( 7) 70.00% ( 2) 20.00 ( 3) 30.00 ( 5) so.oo 
0 0 0 0 ( 4) 40.00 
0 0 ( 1) 10.00 ( 7) 10.00 
0 0 ( 2) 20.00 ( 7) 70.00 
( 4) 8.00 ( 7) 14.oo (30) 60.00 
TABLE 8-3 
C onbined Groupe 
1 2 3 
( 4) 16.oo { 5) 20.00% (15) 60.00% ( 6) 24.00 ( 9) 36.00 (10) 40.00 
0 0 0 0 (15) 60.00 
( 2) B.oo ( 6) 24.00 (14) 56.oo 
( 2) a.oo ( 4) 16.00 (17) 68.oo 
(14) 11.20 (24) 19.20 (71) 56.80 
( 1) 
0 
( 4) 
( 1) 
( 1) 
( 7) 
0 
0 
( 6) 
( 2) 
( 1) 
( 9) 
( 1) 
0 
(10) 
( .3) 
( 2) 
{16) 
4 
-
6.67% 
0 
26.67 
6.67 
6.67 
9.35 
4 
0 % 
0 
60.00 
20.00 
10.00 
18.oo 
4 
4.00% 
40.00 
12.00 
a.oo 
12.eo 
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Total 
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Total 
SUMMARY TABLES OF POINTS, MEANS AND 
SCORES OF SELF-PiiltCEIVED LEADmtSHIP PROCESSES 
OF SUPERINTmDENTS IN THEIR INTWCTION 
WITH PARENTS 
TABLE 9-1 
Group "A" 
Points m 
165 11.00 
123 a.20 
218 14.53 
154 10.27 
168 n.20 
828 11.05 
TABLE 9-2 
Group "B" 
Points m 
105 10.50 
99 9.90 
152 15.20 
1.34 13.40 
121 12.10 
611 12.22 
TABLE 9-3 
Combined Groups 
Poin~s Ill 
270 10.80 
222 8.88 
370 14.80 
288 11.52 
289 11.$6 
1439 n.51 
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Score 
3.20 
2.6L 
3.91 
3.05 
J.24 
3.21 
Score 
3.10 
2.98 
L.04 
3.68 
3.42 
3.44 
score 
3.16 
2.78 
3.96 
3.30 
3.31 
3.30 
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Interaction Group 5 - Community 
rtelll (a) 
-
Category: Supportive behavior 
Operating Characteristic: Extent to which superintend~nts have confidence in 
votes cast by community on bond issues. 
operating Processes: (1) No confidence and trust 
1 
0 
{Points: 207 
(2) Condescending confidence and trust 
(3) Substantial, but not complete 
(4) Complete 
Group "A" Fesponses 
2 3 
(2) 13.33% (8) 53.33% 
m • 13.33 
4 
(5) 33.34% 
s :t 3.67) 
More than half the respondents stated that one of the biggest proble'1118 
~ith which they are confronted is getting more colll'llUnity involvement in school 
matters. All agreed that public relations play an important part in attracting 
citizens of the community to participate in school planning programs. The 
respondents felt that their confidence in community action on bond issues is 
substantial, but could be increased if the community understood the failures 
to ~hich the school is subjected when a bond referendum does not pass. As one 
superintendent stated: "I am not sure that the community understands the 
failures. They become too subjective." 
r 
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Many of the respondents expressed an empathy towards the community's 
tax burden and the tax rebellion with hopes of obtaining financial aid from 
sources other than increased real estate tax rates. One superintendent who 
eJChibi ted very little confidence in parents, teachers and princi.pals on matters 
of budgets stated that he had complete confidence in votes cast on bond issues 
by the comuamity at large. 
In general, the majority of the reeponcente felt that the community will 
vote for and pass bond referendums, if: (1) they feel that the needs are real; 
(2) the financial requirements are reasonable and do not cause year-to-year 
excessive tax rate increases; anc (3) they are knowledgeable about the needs 
for which revenue must be generated. All agreed that because of the excessive 
tax rates, the community hae rebelled against referendums on bone issues and 
educational tax rate increases. It appears that these superintendents exhibit 
substantial confidence and trust in the comnuni ty on bond issues, but would 
like to see some of the tax pressure removed from the community. They favor 
generating other sources of revenue, so that the business of education can be 
conducted in a climate of less conflict over money matters. 
Group "B" Responses 
l 2 3 4 
i I 
_L t . - ~_l_J L__j_ i. l 5 ' l + 
* 
1 i 1 + 1 t t t 
0 (1) 10% (6} 60% ( 3} 30% 
(Points: 142 m = 14.20 s = 3.84} 
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These respondents felt that the community is highly sensiti2ed to school 
problems and needs. They take the position that the confidence is there, but 
the money is not. 'Ihe general attitude of this group on this issue is reflected 
in the following comment made by one of the superintendents: 
This is not a matter of having confidence in their votes for bond 
issues. It is more a matter of how much they can afford for these pro-
grams. For example, in the last four years we have had four referendums 
which were defeated. Two involved an increase in the educational rate, 
and two asked for an increase in the building rates. All four 
referendums were defeated. This coming December, we will propose a .35¢ 
tax increase in the educational rate, and the com1111I1i ty wi 11 have an 
opportunity to vote on this referendum. If past experience is any 
indicator, I am not too confident in the community's financial ability 
to meet this obligation -- but I have high hopes in their understanding 
of the problem. 
All respondents indicated complete satisfaction with their community's 
attitude toward themselves and their schools. Comments made by some of the 
respondents to reflect a good school-community relationship are as follows: 
Community is terrific! 
They know where our schools are situated. I emphasize good outside 
appearance. They take pride in the well kept grounds and appearance 
of the buildings. They are informed of problems and are concerned. 
We have teachers and fathers working with park people to program and 
supervise athletic activities. 
I have a good feeling about this from the community at large. Parental 
support is not sufficient. Parents are not the only ones who pay taxes. 
Parents will generally follow total community reaction. 
Most respondents have confidence in the community's understanding of the 
school's financial proble1118, but feel that the real property tax, which pays for 
more than half of local school coetP, has increased the homeowners local tax 
burdens to a point where passing of tax rate and bond referendums will continue 
to meet 1d t.h resistance. 
1 
Li Ll _ j__j_ 
0 ( 3) 12% 
(Points: 349 
Combined Fesponses 
2 3 
( 14) 56% 
m = 13. 96 
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4 
(8) 32% 
s = 3.79) 
2 
A review of the responses on the scale and the mean of all point values 
appear to indicate that eighty eight percent of the combined groups or super-
intendents have substantial confidence in the community's votes on tax rates 
and bond issues. 'Ibey appear to be high consultative approaching the 
participative group dimension in their leadership style on this issue. This re-
action may be difficult to accept in view or the fact that bond votes and 
referendums on increasing the educational tax rate are being defeated. 
It appears that the proper way to interpret the responses of the combined 
groupe is to consider them to be empathic reactions of superintendents, as a 
group, towards the tax burdened homeowners. But, this support in behalf of the 
homeOlilner•s tax woes does not reflect the true state of the superintendent's 
feeling of confidence in the community's willingness to make sacrifices in order 
to satisf'y the educational needs or the school district. It would seem that 
the respondents did not wish to adl11:1.t their lack or confidence in the 
community's willingness to make financial sacrifices by giving up some luxuries 
and allocating the dollars to educational needs. or course, if the tax burden 
1i1ere to be reduced, the community mght be more willing to vote affirmatively 
on school f"unde. 
The question at this time appears to be one of priorities and, evidently, 
'I 
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the community places a higher priority on spending dollars for luxuries than 
for ~chools and educational needs. Respondents of both groups appeared 
reluctant to admit that the community does not give school financing the highest 
priority that it should deserve. But, even if they did admit to this, what 
fUrther action could the superintendents take? The following comment made by 
one of the Group A respondents reflects the general attitude of superintendents 
on th1 s issue: 
when a school district gets into a bind with the community on 
financial matters, and there is resistance to school fund referendums, 
there is not much a superintendent can do, but to continue to tread 
water and get along as best as he can with whatever funds are available. 
Engaging in missionary work by encouraging community members to cut back 
on spending for luxuries, so that more funds could be made available 
for education and schools, would be sheer professional suicide and the 
quickest way for a superintendent to become unpopular in the community. 
Item (b) 
Category: Motivational forces 
Operating Characteristic: Amount of responsibility felt by col!lllllnity to improve 
quality of teaching. 
Operating Processes: (1) Very little 
(2) Some 
(3) Substantial 
(4) Real responsibility and motivated to support programs 
:I 
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Group "A" F.eeponses 
l 2 3 4 
~ 1 ! 1 ) 3 l 1 .U I ~4!1~ !3t 
(2) 13. 33% (9) 60% (4) 26.67% 0 
(Points: 130 m = 8.66 s = 2.73) 
On~ a little over one fourth of the respondents indicated substantial 
confidence in the com11Unity•s attitude towards the problem of the need for im-
proving the quality of teaching. The majority of the respondents felt that, 
when it comes to evaluating the quality of teaching, the community takes the 
schools for granted. The community vaguely expects a gooe quality of teaching, 
but does not understand the ingredients of, nor does the community at large 
show interest in the ingredients of what constitutes good quality teaching. 
Most of the respondents felt that the issue of improving the quality of 
teaching is a matter for the professional educators and the comnunity in general 
does not have the background, know how, or the interest in participating in the 
actual development of teaching techniques and methodology. This does not mean, 
however, that the community should not be involved in the discussions on what 
programs could be implemented to improve teaching quality. 
All respondents mentioned various opportunities to improve instruction. 
Some of the ones mentioned werer (1) selecting an area of the curriculum and 
developing a plan for improvement of instruction in that area for a level or 
Phaee in a local school; (2) to do the same with one aspect of systemati.red 
learning, such as, team teaching; (3) to analyze the teaching-learning act and 
r 
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hold supervisory conferences with a teacher; (4) to demonstrate in practice how 
to plan, implement, and evaluate a learning opportunity for a single teacher, a 
group of teachers, a student and a group of students. Obviously these operational 
efforts to improve the quality of teaching do not involve the community directly 
and apparently it is in this context that respondents evaluated the community's 
feeling of responsibility towards instructional improvement. Consequently the 
self-perceived style of leadership of this group of respondents is authoritative 
benevolent. 
L. 
Group "B" Responses 
1 2 3 4 
_.___l _J·'-'---'''--'-1 ..i...i ...;:2,_i,____._.+ ili_1_2_~ __.__......__.__~i -...i~_:l:._.i:_i 
(1) 10% 
(Points: 102 
(4) 40% (4) 40% (1) 10% 
m = 10.20 s = 3.04) 
Percentagewise, twice as many respondents in this group as in Group A 
indicated a great deal of confidence in the community's attitude to~ards the 
need for improvement or teaching quality. A little more than half stated that 
the community shaws more interest in school programs and offerings rather than 
in quality of teaching. Those who indicated little confidence in the community• s 
responsibility on this issue felt that the community, through collected citi-
zenry or community agencies, organizations or groups, "could not evaluate it 
even if they tried. There are no valid measurements to publicize." 
This group of respondents 9laced a great amount of emphasis on the in-
volvement of such community organizations as Citizens Advisory Committees, 
« 
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Parents-Teachers-Administrators Councils, PTAC, Youth Commission, Social 
Agencies, Family Counseling Service, League of Women Voters, Departments of 
Parks and Recreation, City IJ.brary, and Village Board. These are the communica-
tion channels through which the school dissell'linates information on what is being 
done to improve the quality of teaching. 
Combined Responses 
1 2 3 4 
' I 
,_• _1_•...__.____.__2__,__3 _Lll_3_.t.____,__5__,__3_t.___2 _..t_3__,_t _i __ __.___i_l__._l_ ~_J 
(3) 12% (13) 52% (8) 32% (1) 4% 
(Points: 232 m = 9.28 s • 2.85) 
Less than half the combined group of respondents indicated a great deal 
of confidence in the community's feeling of responsibility to~ard improving the 
quality of teaching. Most of them felt that the community is not knowledgeable 
in this area and the problem belongs in the domain of the professional educator. 
Hcrwever, they felt the community should be involved in developing programs for 
special content areas, particularly those which extend themselves from the 
classroom out into real community life situations. 
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Item (c) 
-
category: Communication interaction 
0perating Characteristic: Amount of interaction and communication aimed at 
keeping comr.unity informed of school problems and 
progress. 
Operating Processes: (1) Very little 
l 
(2) Little 
(3) Quite a bit 
(h) Much 
Group "A" Responses 
2 3 4 
~--1 l 2 ~ 1 2 l 3 J l I • t 3 + 2j__J__J --
0 (1) 6.67% (9) 60.00% (5) 33.33% 
(Points: 211 m = 14.07 s = 3. 81) 
Respondents indicated that a great deal of effort is being expended to 
interact and communicate with the community on problems and progress of the 
school district. Most of the interaction and communication operate through the 
agencies and organizations mentioned previously. 
Some superintendents stated that they observe, participate in, and lead 
parent study groups formed as committees of the Parent-Teachers-Administrators 
Councils. PTA meetings, service club meetings, parent conferences, classroom 
observations by parents and other visitors, preparation of material for lay 
I 
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readers (news releases, newsletters, bulletins, etc) and radio armouncements were 
mentioned as interaction and communication tools to disserr~nate information into 
the col'IU"l'IUnity on problems and progress of the school. 
Group "B" Responses 
l 2 3 4 
LL. I l f .1 i l 1 ~ 1 i 2 ~J 1 1.1J 
0 { 1) 10% {6) 60% ( 3) 30% 
(Points: 140 m == 14.00 s == 3.80) 
A slightly smaller percent of these respondents than Group A respondente 
indicated that they exercised a great deal of interaction and cofm'llUnication with 
the community on matters of school progress and problems. Most of the 
respondents felt that their communities are highly sensitized to school problems 
and progress. The League of };omen Voters was mentioned by many superintendente 
as a very effective community group which assists in making the total community 
become aware of prcblems and progress. The~ indicated that the League 
represents a good cross section of community thinking and serves as an authentic i, 
I 
feedback communication channel into the superintendent •s office. It is a very ! 1 1 
capable group ano its m~mbership consists of very stable individuals. Its 
efforts are constructive and help to improve programs. 
Two of the respondents commented on the role of the Chamber of Commerce 
as a communication channel for school problems and progress. Their comments 
were as follo'Ws: 
I I; 
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(1) The Chamber is not a constructive group. They criticize, but 
they are not construct! ve. They are too business oriented. 
(2) I belong to the Chamber of Commerce for political reasons and to 
solicit support from local business and, at times, one has to overlook 
certain things in order to maintain favorable relations even though the 
efforts to maintain these relations do not appear as if they contribute 
l!llch to sustaining the curriculum and philosophy of the school and school 
district. I guess the Chamber is O.K.; they are very cooperative and 
assist when I need assistance. 
The reason for this attitude towards the Chamber of Commerce is probably 
due to its criticism of the self-contained classroom, school management, 
guidance programs and curriculums. 
The self-contained classroom is obsolete. Classroom walls must be 
knocked down so that students study in terms of their community. Know-
ledge in action -- "reality" -- is the motivating experience wanted by 
oncoming generations. 
This is education for the seventies. 
Fifteen Urban Action Forums, sponsored by the Chamber of Commerce of 
the United States, identified a new concept of partnership between the 
schools and their commni ty. They thus endorsed an effort and a respon-
sibility on the part of business to: (1) improve school management, and 
(2) to help modernize curricula, vocational and technical training, 
guidance processes, and placement of students and the building and 
equi~ing of schools for the 21st Century. 
The conclusion was repeatedly reached that Chambers of Commerce could 
and should be the instigators of communications between business and school 
leaders that would lead to partnership arrangements.JO 
All respondents mentioned one or more of the comnunity groups utilized by 
Group A respondents as channels of interaction and communication with the 
community at large. 
30 , "Teaching 'Reality' Is Delllalld F.ducation Must Meet In the 
'70'a", Washington Report, published by U.S. Chambers of Commerce, VIII, No. 32 
(October 27, 1969), p. 7. 
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Combined Responses 
1 2 3 4 
.1 
L t 1 L 1 l3i2t4i4+2i3i I I j _J_ L t Sj__l_l ! I 
0 (2) 8% (15) 60% (8) 323 
(Points: 35 m = 14.04 s = 3.81) 
Over 90 percent of the superintendents feel the need for a great deal of 
interaction and communication with the community through various community 
'i; 
groups, agencies, services and organizations. There appears to be some aversion 
to an interaction-communication between superintendents and the Chamber of 
Commerce on school problems and progress. 
Item (d} 
Category: Interaction influence. 
Operating Characteristic: Amount and character of interaction with influential 
people in community. 
Operating Processes: (1) Little and always with reservation 
(2) Little with some condescension and caution 
(3) Moderate and often with fair amount of confidence and 
trust 
(L) Extensive, friendly with high degree of confidence 
and trust 
> 
Grrup ''A" Responses 
1 2 
L_ I I __ 4_j_J_J_l .LL~_l J_k 2 t 
0 (4) 26.67% (10) 
(Points: 179 m == 11. 93 
3 
66.67% 
242 
4 
(1) 6.67% 
s = 3.39) 
More than half the respondents stated that they have no time to meddle 
in politics. They indicated that because of pressing problems, most of their 
time is devoted to matters or the school district. Superintendents of this 
group hold memberships in the Committee on Drugs, F.ducational Council, Planning 
Commission, Chamber of Commerce, American Legion, Citizens Advisory Committee 
and All Fai tbs .Advisory Committee. Two of the respondents indicated that they 
make no effort to extend their influence into the influential groups of the 
comrm..ni ty. They appeared to approach influential people with a silent rejection. 
None of the respondents indicated that they experience any serious 
difficulty in their interpersonal relationships with members of the power 
structure. 
On the whole, reepondPnts seem to elicit cooperation and assistance from 
influential people when such is needed. However, their personal interaction 
~ith such people as the mayor, city manager or council manager, police chief, 
influential business people and religious leaders in the community appears to 
be only moderate. Respondents indicated that they have more confidence in 
civic and social leaders than in business leaders. Their main focus appears to 
be on the interaction with school board members, teacher groups, administrators 
11 
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and parent groups. 
Group "B" Responses 
l 2 3 4 
L l __ L J j 1 ± ~ 5 ± ~ 2 l 1 . j _lj _ LJ 
0 0 (8) 80% (2) 20% 
(Points: 140 m = 14.00 s = 3.80) 
Eighty percent of these respondents indicate that they enjoy a moderate 
amount of personal interaction with influential people ano twenty percent said 
interaction is extensive, friendly and with high degree of confidence and trust. 
The two respondents selecting point values in the fourth dimension administer 
school districts in communities belonging to the North Shore locations. Both 
belong to the Rotary; one is a member of a country club; they have extensive 
personal contacts with the mayors of their respective com1m.m:lties; they are 
personal friends of the Chief of Police, board members, executives residing in 
their comninity and owners of businesses in their community. 
One respondent, selecting a point value in the third dimension of the 
scale, a superintendent in a far Northwest affluent community, commented: 
I know the Village manager, ma.ny business men, the police officials 
and other city officials. Each will help whenever I call on him. I 
like their company and they like mine. We viei t with one another, play 
golf and an occasional game of poker, and go to dinner with our wives. 
Another respondent who ie superintendent of a school district in a near 
\'iest affluent suburban community stated: 
f 
1 
l 
244 
I do not have much time to spend with too many influential people 
in the community. But, I do belong to the Rotary Club. I enjoy very 
little personal interaction with influential people on a social level, 
and yet, our town is inhabited by many of them. Most of my interaction 
is with people involved in school business. Since more than ninety per-
cent of our high school graduates proceed to go to college, I place 
priority on spending my time on the excellence of an elementary school 
education in preparation of pupils for high school and eventual college 
education. 
Combined Responses 
1 2 3 4 
J__llj_J__Ll t 1 • 3 .LJ..j_l_j_J 6 2 ~ i 1 1 J 
0 (4) 16% {18) 72% { 3) 12'% 
(Points: 319 m = 12.75 s = 3.55) 
Sixteen percent of the total respondents, all leadership style selectors, 
have little interpersonal interaction with influential people in the community. 
When they do, it appears that it is from necessity rather than based on personal 
desire for association. They apparently have condescending trust and confidence 
in such people on educational matters and view their opinions with caution. 
Perhaps they may feel that time spent with influential people in the community, 
particularly from the business world, is not the most productive in terms of 
educational plans and programs. 
The greater majority of respondents feel that some personal interaction 
with influential people, through membership in clubs and organizations, is a 
helpful communication vehicle to carry the school's message into the community. 
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Item (e) 
category: Goal selection. 
Operating Characteristic: Manner in which superintendents encourage improvement 
in school-comnin..tty relations. 
Operating Processest (1) Consult no community agency directly 
1 
(2) Consult selected community agenciee directly 
(3) Consult all agencies for discussion of problem 
(4) Consult and establish programs and planned action 
with community agencies 
Group "A" Feeponeee 
2 3 4 
t * . 1 t L.Ll 1 ~ 1 • 2 2 ! 1 2 l 1 l 2 I 
(1) 6.67% (8) 53.33% (4) 26.67% (2) 13.33% 
(Points: 151 m • 10.07 s = 3. 01) 
More than half the respondents utilize councils and committees which are 
closely related to school activities as vehicles to improve school-community 
relations. These councils and committees and their functions have already been 
discussed. Only one respond~nt indicated that he consults no community agency 
directly. A little more than half the respondents contact selected community 
agencies, depending on where the immediate problem lies and to what extent the 
selected agency can be of assistance to help with the solution. 
About one fourth or the respondents give all comtllll1ity agencies an 
uj 1,, 
' I 
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opportunity to discuss the problems and give their opinions and recommendations. 
only a small percentage of the respond~nts solicit the participation of 
community agencies to establish programs and planned action. 
Efforts to improve school-community relations are channelled through such 
organizations and agencies as: Committee on Youth Problems, Police Department, 
Boy Scout organization, Ministerial Association, Park Board, Committee on Drug 
Education, Family }.'elfare Associations, Health Department, American Legion, 
Fire Department, County Forest Preserve, and other community agencies. These 
agencies are contacted primarily for consultation rather than active partici-
pation in developing educational programs and planned action. 
Group "B" Responses 
1 2 3 4 
L._l_.u_uJ_ll 1 l 1 l 2 ~ 1 1 l 
0 {4) 40% (6) 60% 0 
(Points: 113 m • 11. 30 s • 3.26) 
Forty percent of the respondents consult selected community agencies 
directly and sixty percent consult all agencies for discussion or problems 
prior to setting goals and planned action. Sex education and social studies 
modifications were again mentioned as examples of issues on which agencies were 
contacted. None of the goal selectors proposed full active participation of 
community agencies in establishing goals and plarmed action for educational 
programs. This group of respondents appears to play its expected role of first 
~orking out goals and planned action, and then consulting agencies to get 
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feedback, to modify programs, and to sell a workable school program to the 
community• 
One interesting factor gleaned from the interviews with respondents of 
this group is that about half of them mentioned that school facilities are 
available for use by various community groups. One superintendent stated that 
every organization and agency is represented on the School Council. 
Combined Responses 
1 2 3 4 
; _ __L__j_J_J_J_llJ..lllL4 3 2 ! 1 ~ 4 ~ 2 1-1_2 4 ~ 1 
.t _, __ +_ .. 
(1) 4% (12) 48% {10) 40% (2) 8% 
{Points: 264 m = 10. 56 s = 3. 11) 
The superintendents appear to be divided on ho~ community agencies should 
be utilized in setting goals and programs and planning action. Slightly more 
than fifty percent perceive themselves as authoritative in their dealings with 
comnunity agencies. Less than half appear to take the consultative role and 
only eight percent sho~ any indication of inviting community agencies to .f'ull 
participation at planning and programming tables. 
The implications may be that superintendents have not yet captured the 
perspective, focus, and sensitivity to the real world in education, and operate 
in an asceptic world of a laboratory; or, maybe they do perceive the real world 
and are apprehensive of that world's ability to generate exportable products 
to assist the school with new programs. Maybe the school is overprotecting ite 
pupils in a closed school society. 
I 1 
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The school is a closed eystem of social interaction and only a fragment 
of the community structure, as Waller pointed out.31 There has to be con-
tinui ty, sequence and integration bet'Ween the sociali2ation process of the 
school class and the community at large. ~bile the school superintendents 
struggle with their problems, other pressing problems of the cotrll'l\lnity must be 
resolved. Ho~ever, it appears that the educational efforts and processes of 
the superintendent must reinforce the problem solving processes of the community 
and vice versa. 
3\allard \'>ialler, "The School as a Social Organism," Chapter II, 
Sociology of Teaching (New York: Russel and Russel, 1961), pp. 6 - 7. 
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Summary and Comparative Analysis 
The traditional approach of writers on educational administration towards 
the leadership style of school administrators has been to eulogize the democratic 
style as best for our schools. As was mentioned earlier in this study, the 
democratic concepts of educational administration have been transferred into 
the educational field by analogy from political science. Since our constitution 
guarantees a democratic form of government, and public schools are inventions 
of state and local governments, political scientists rationali2e that schools 
must be conducted lli thin the framework of a political democracy. 
Democracy, as viewed by libertarians, is basical~ a process or governing 
or administering a public organization by free, intelligent discussion. In the 
case of public schools, it is a means for promoting discussions of obtrusive 
educational problems and issues for achieving cont.inuous improvement of educa-
tional programs through experimental action-out-or discueeion. Such a process 
implies an elaborate structure of a school organization, the control over which 
reaches up to the state level and, at times, as far as the federal level. It 
implies constitutions, legislatures, executives, courts, and parties. 
Sound democracy mu~t continuous~' reaffirm faith in its own processes 
through deliberative di~cussion and continued compromise. Blt, leaving the 
public educational institution totally to the process of continuous discussion 
and participation of thf' citizenry, and the groups that operate within their 
social structure, may lead to ~ no-action situation which can cause nothing but 
chaos. On the other hand, decisions arising from total participation and 
discussion of all citizens and their representative groups can also lead to 
radical, irreversible experiments. Data accumulated as a result of this study 
r 
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would tend to question this total abdication of school administration to popular 
diScussion and participation. It would seem that those who propose that good 
administration and supervision always arise from the situation, and that the 
consensus of all is required to resolve the problem through discussion, also 
suggests that this is the way for a chief school administrator to go at all 
times when bludgeoned with a problem. If this were the case, it would not be 
illogical to conclude that some invisible hand directs the outcome of these dis-
cussions to arrive at a rational decision at all times to resolve the problem. 
But, experience sho~s that this ie not always true. 
'l'he school is in a unique and crucial position among public insti tut.ions. 
Because it reflects the community it serves, the school is hit by nearly every 
political and behaVioral trend that sweeps the country. The superintendent, in 
his role as chief school officer, is expected to exercise his leadership in the 
midst of all this action and, in so doing, he interacts with various groups who 
are involved in the conduct of school business. IX>es the superintendent always 
operate in a democratic style? Or does he feel that he must utilize varying 
leadership proceeees, depending on the issue and the people with whom he inter-
acts? 
The data collected and analyzed for this study indicate that superin-
tendents in the Northern portion of Cook County ~ill react differently to 
problems and interaction groups, depending upon the perspective with which they 
View their role as superintendent. Differences in self-perceived leadership 
processes betlween leadership Etyle selectors and goal selectors do exist. These 
differences will be summarized by reference groups with which superintendents 
interact. A statement on the overall self-perceived leadership style of the 
L 
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combined groups will be made after each summary. 
The total of all responses for Group A superintendents equals 375, and 
the highest possible points that could be obtained from the point values on the 
scale are 7,500. Total Group B responses equal 250; the highest pos~ible points 
total 5 ,ooo. For both groups combined, total point values on the scales equal 
625 and the highest possible points that could be obtained equal 12,500. Of 
the twenty-five superintendents interviewed, fifteen, or sixty percent, chose 
leadership style and ten, or forty percent, chose goal setting as more 
important in their role as superintendent. 
School Boards 
A little more than one-third or Group A respondents perceive their leader-
ship style as participative group, as compared to one half or the Group B res-
pondents. This would indicate that the goal selectors are more democratic in 
their interaction with the school board than leadership style selectors. Little 
less than half the Group A respondents see themselves as consultative in their 
leadership style, as compared to forty five percent of the Group B respondents. 
On~ four of the Group A responses appeared on the authoritative ex-
ploitive dimension of the scale. One re51'onee indicated a lack or confidence 
in the board's decisions on matters of budget. The other three indicated very 
little interaction with the school board on the issue of improving supervisory 
techniques. None of the Group B respondents perceive themselves as exploitive 
authoritative in their interaction with school board members. 
Eight or 10.66 percent or all the Group A responses on the "Board" scales 
indicated a benevolent authoritative style of leadership, as compared with three, 
or 6 percent of the Group B respondents. One Group A respondent did not feel 
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that the board's policy decisions are in accord with his professional judgement. 
Four of the respondents of this group did not think the board knows enough 
about administrative techniques to enable them to evaluate which ones should be 
implemented. Three of the same group felt that the board should not be involved 
in any discussions on curricular goals and programs. All three, or six percent 
of the Group B respondents, did not feel, in the same manner as those of Group 
A, that the board is knowledgeable enough to set standards for improving the 
quality of supervision. 
Therefore, it appears that in their interaction with school board members, 
superintendents as a combined group operate in the authoritative dimensions of 
leadership style on issues relating to policy, administrative techniques and 
curricular innovations. The issue on which both groups combined exercise the 
greatest amount of authoritative style of leadership is on the matter of improving 
administrative techniques. 
The mean of all point values converted to a score indicates that, in 
general, the leadership style selectors perceive themselves as employing a high 
degree of consultative leadership process and the goal setters see themselves 
as exercising a low participative group or democratic style of leadership. Both 
groups combined appear to adhere to a high consultative style of leadership 
approaching the democratic style of leadership. This woulc incicate that, as 
a combined group, these superintendent.a have a substantial amount of confidence 
in their Boards of F-ducation, meet conflict with the boards in a constnictive 
manner, have a moderate amount of interpersonal relationship with board members 
and usually discuss curricular problems and planned action before setting 
goals and programs. They tend not to involve the board in establishing goals 
11 
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and programs. 
Principals and Starr 
None of t.he respondents from either group perceives himself as 
authoritative exploitive in his dealings with his principals and sta.ff. Nearly 
eleven percent of the Group A responses for all characteristics combined indicate 
a self-perceived authoritative benevolent style of leadership. These superin-
tendents exhibit very little confidence in and interaction with principals' 
and staff's interest in improving the quality of teaching. None of the Group E 
respondents perceives himself as authoritative benevolent. 
One third of the Group B responses incicate that some superintendents or 
this group involve their principals in discussions on budget recommendations, 
programs to improve quality of teaching, administrative techniques, policy 
matters and curricular innovations. They are consultative in their style. 
Forty percent of the Group A responses fall into this dimension of leadership 
process. 
The other two thirds of the Group B responses lie in the parti.cipative 
group dimension of the scale. Nearly half of the Group A responses fal 1 in 
this dimension. Both groups singularly perceive themselves as participative 
group in their style of leadership, but Group B respondente score higher in 
this dimension. Group A reeponEes indicate that these superintendents have 
much less confidence than Group B respondents in their principals' and staffs' 
recommendations on budgets and their principals' and staffs' acceptance of 
responsibility for improving the quality of teaching. 
Responses of both groups combined indicate that euperintendPnts, in 
general, exercise a low key democratic or participative group style of leadership. 
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On a combined basis, the superintendents perceive themselves as high consultative 
on only one item, namely, budget recommendations. The mean or 15.42 and a score 
of ~.08 are the highest values obtained for the combined responses on the inter-
relationship of all operating characteristics with this interaction group. 
Quantified responses indicate that superintendents hole their principals 
and staffs in high esteem, have a great amount of confidence in their 
administrative ability and enjoy a mutually supportive loyalty. The only 
criticisms leveled at principals by superintendents were their inability to 
evaluate teachers objective~ and their lack of knowledge on financial matters. 
However, the superintendents who made these cormnente also admitted that a valid 
tool to measure teaching effectiveness is yet to be developed and future 
administrators need a better academic background in school budgeting and finances. 
Teachers 
Next to the interaction of superintendents with parents, teachers receive 
the highest percent of responses falling on the authoritative dimension of the 
leadership processes scale. Over nine percent of the Group A responses fell 
into this dimension, ~hereas only four percent of the Group B responses were so 
classified. :!hdget recommendations, responsibility for improving quality of 
teaching, policies and curricular innovations are the issues on which superin-
tendents perceive themselves as authoritative exploitive in their interaction 
loli th teachers. For the combined groups, 7 .20 percent of the total responses fall 
into this category. 
Less of the Group B res-pendents than Group A responclentr; feel they must 
exercise an authoritative style of leadership with their teachers. An equal 
percentage (52 percent) of the respondents from Group A and B perceive them-
r 
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selves as consultative, but forty percent of the responses for Group B, as com-
pared with 21.33 percent for Group A, fall on the participative group dimension. 
For all items combined, Group B is more confident that\ Group A in 
reference to teachers• ability to recommend budgets, to improve their quality of 
teaching, to recommend policies and, particularcy, to participate in developing 
curricular programs. The two groups combined operate in the middle of the 
consultative leadership etyle dimension. 
Parents 
The only item on which respondents of both Groups do not perceive them-
selves as authoritative exploitive and benevolent is the amount of interaction 
and communication they have with parents to gain parents• understanding of 
school problems and progress. The amount of interaction on this item is 
extensive because it focuses on the need for additional funds to meet the 
pressing educational demands in terms of facilities and programs. 
Schools will suffer unless emergency funds are forthcoming, because of 
pending personal property tax reductions, and the court decision ruling uncon-
stitutional township tax collectors' practice of withholding two percent of the 
funds for township purposes, including schools. Parents• support in face of 
the superintendents• and school boards' financial woes is needed. 
Only 9.35 percent of the total Group A responses fall on the partici-
pative group dimension, whereas eighteen percent of total Group B responses 
appear in this category. Nearly fifty-five percent of the total item responses 
for Group A and sixty percent for Group B were placed by the respondents on 
the consultative dimension of the scale. 
Nearly one third of the total responses of both groups combined indicate 
r 
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that superintendPnts feel they must deal with parents authoritatively on matters 
of allocating tax money to educational programs, improving quality of teaching, 
school discipline and curricular innovations. More than two thirds of the com-
bined responses, however, encourage parents• participation in these matters. 
In general, superintendents feel that parents are not knowledgeable enough to 
participate actively in formulating and developing programs aimed at improving 
the quality of teaching. 
Matters of discipline, although a major problem for schools in recent 
years, do not seem to be as crucial as the need for parents to understand the 
problem of iUJ>roVi.ng educational quality. Parents pressure the school for sub-
jects they label as "relevant." Maybe the school has acceded to their wishes 
at the expense of basic studies and the result is an indication of a drop in 
educational quality. 
Although there is quite a bit of interaction and communication between the 
superintendent's office and parents, reeponcents indicated that this is done 
meetly on an indirect basis, in a downward communication mode, and through 
various committees and councils whose representation includes parents. 
On all issues, except quality of education, respondents of both groups 
combined perceive themselves as operating with a consultative leadership pro-
cess in their interaction with parente. Responses and comments of superinten-
dents from both groups inc!icate that conflict between responeents and parents 
on the issue of educational quality does exist. 
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Community 
Group A and Group B respondents view the issue of the need to get the 
community to feel a responsibility for improving the quality of education in 
about the same manner as they do in their interaction with parents. The super-
intendents• cry is for more emphasis on basics, mostly mathematics and English. 
Group B respondents appear to interact and communicate with the com-
munity more extensively than Group A respondents, although, on the issue of 
votes cast for bond referendums, the leadership style selectors indicate a 
slightly higher confidence than the goal selectors. More of the Group B res-
pendents consult community agencies than Group A respondents to discuss problems 
of school-colllll1Uility relations. In their interaction with the community, about 
an equal percent of each group perceive their leadership style as democratic. 
The combined responses of both groups indicate that 17.60 percent of the 
superintendents operate in the democratic or participative group dimension; 
fifty-two percent are consultative; 27.20 percent perceive themselves as 
authoritative benevolent; and only J.20 percent of the responses indicate an 
authoritative exploitive leadership process. 
All Reference Groups Combined 
Both groups perceive their leadership styles 'Within a dimension that ranges 
from authoritative exploitive to participative. Respondents do not perceive 
themselves as authoritative benevolent on any issue in their interaction 'With 
principals and staff. Group B did not select any responses on the first 
dimension of the scale, in their interaction with school board members. A 
slight and rarel~· used authoritative exploitive process is perceived by res-
pondents in their interaction with the community and a low key authoritative 
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exploitive leadership process is perceived by euperintendf'nts when interacting 
en certain issues with teachers. The highest degree of an authoritative leader-
ship process is perceived by responcents when interacting with parents, more 
~c by Group A than Group B. 
The average of all response point values and converted scores for all 
characteristics and reference groups combined indicates that, overall, the 
Group A respondents perceive themselves as operating within the dimension of a 
consultative leadership process that lies mi<"way between the benevolent and 
participative group styles. The goal selectors, Group B, perceive themselves 
as consultative and approaching the participative group leadership process. 
Details of further comparisons are presented in tables, graph, and 
profiles appearing on the following pages. 
---
SUMMARY TABLES OF POINTS, MF.ANS AND SCOF.ES OF 
SELF-PERCEIVED LEADERSHIP PROCESSES OF 
SUPEPJ:NTFND~TS IN THEIR INTERACTION 
WITH ALL REFml!NCE GROUPS AND 
CHARACTEPJ:STICS COMBINED 
TABLE 13-1 
Group "A" 
m 
Board 1038 13.84 
Principale-starr 1124 14.99 
Teachers 908 12.11 
Parente 828 11.0S 
Commnity 878 11.69 
To 
&ffigheet possible points • 7,500 (375 responses x 20). 
Board 
Principals-Staff 
Teachers 
Parents 
Commnity 
ota 
764 
804 
707 
611 
637 
TABLE 13-2 
Group "B" 
15.28 16.oe 
14.14 
12.22 
12.74 
8Highest possib e points • 5,ooo (250 responses x 20). 
TABLE 1.3-3 
Combined Groups 
Rer. Group Points m 
Board 1802 14.42 
Principals-Staff 1928 15.42 
Teachers 1615 12.92 
Parents 1439 ll.Sl 
Comtnuni ty 1515 12.12 
• 
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ore 
3.77 
3.99 
3.42 
3.21 
3.34 
• 
ore 
4.o6 
4.22 
3.83 
3.44 
3.55 
• 
Score 
3.BB 
4.08 
3.58 
3.30 
3.42 
3 • 
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a 
SUMMARY TABLES OF NUMBER AND PERCENT OF SUPEP.INT!!ND1'NTS 1 
SELF-PEHCEIVED LFADERSHIP PROCESSES IN THEIR INTERACTION 
WITH ALL REFERENCE GROUPS AND CHARACTERISTICS COMBINED 
TABLE 12-1 
Group "A" 
~Ref. Group l 2 
Board ( 4) 5.34% ( B) 10.66% 
Principals-Staff 0 0 ( 8) 10.66% 
Teach ere ( 7) 9.34 (13) 17.33 
Parents (10) 13.33 (17) 22.66 
community ( 3) L.oo (24) 32.00 
Total (24) 6.40 (70) 18.67 
aTotal responses • 375. 
TABLE 12-2 
Group "B" 
Ref. Group 1 2 
Board 0 0 % ( 3) 6.00% 
Principals-Staff 0 0 0 0 
Teachers ( 2) 4.00 ( 2) 4.00 
Parents ( h) 8.00 ( 7) 14.00 
Community ( 1) 2.00 (10) 20.00 
Total { 7J 2.!:jQ {22) 1:1.ou 
8 Total responses • 250. 
TABLE 12-3 
Combined Groups 
Boar 
Principals-Staff 
Teachers 
Parents 
Community 
ota 
0 0 
( 9) 1.20 (14) 11.20 
( 4) J.20 
3 
8 Total responses • 625. 
1 • 0 ( 8) 6.Lo (15) 12.00 
(24) 19.20 
(34) 27 .20 
1 
(37) 49.33% (30) L.o.oo 
(39) 52.00 
(41) 54.66 (35) 46.67 
(182) 48.53 
1 
(22) 44.00% (16) 32.00 (26) 52.00 
(JO) 60.00 
(JO) 60.00 
{124) 49.00 
• (46) 36.80 (65) 52.00 (71) 56.80 (65) 52,00 
h 
(26) 34-:67% 
(37) 49.34% (16) 21.33 
( 7) 9.35 (13) 17.33 
(99) 26.hO 
L 
(25) 50.00% 
(34) 6e.oo (20) 40.00 
( 9) 18.00 
( 9) 18.oo 
c9·r J J~.rm 
• (71) 56.80 (36) 28.80 
(16) 12.80 
(22) 17.60 
Board 
Group A 
Group B 
Combined 
Prine. & Staff 
Group A 
Groun B 
Combined 
Teachers 
Grouo A 
Group B 
Combined 
Parents 
Group A 
Group B 
Combined 
Community 
-----"-
Group A 
Group B 
Combined 
All Groups 
Group A 
Group B 
Combined 
SCORES 
1 2 3 4 5 
I l t I I [ l l f 
. ' - ' ~ . '."'" . - , 
.. . -
.. 
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Fig. 1.--Summar.v bar ~1rnph of means converted to scores of 
all combined resnons~s to items on the questionnaire for each refer-
ence qroup interacting with Group A, Group B and Combined groups of 
superintendents. 
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The means of all point values, representing the measured responses to 
superintendents• self-perceived leadership processes, in their interaction with 
five reference groups on selected issues, were converted to scores along a 
System 1 to System 4 continuum by assuming that System 1 covers the range from 
1.0 to 1.99, System 2 covers 2.00 to 2.99, System 3 covers 3.0 to 3.99, and 
System L covers 4.0 to 4.99. The science-based organizational theory emerging 
from Likert•s research findings on administration and organizational performance 
has obvious implications for leadership styles employed by superintendents in 
their relationships with their interaction groups. An application of these 
findings to the administrative role of the superintendent would tend to predict 
that his relations With the interaction groups, on the average, would be better, 
the closer his leadership process approaches System 4 (participative group). 
Sil'llilarcy, shifts to System L should result in improvement in relationships and 
in goal attainment, and shifts toward System 1 should have the opposite out-
come.32 
An analysis of the bar graph in figure 1 shows that the Group B bars, 
representing the converted scores of all item responses for each interaction 
group, are longer than for the corresponding A group responses for all inter-
action groups. The B group's self-perceived leadership processes are somewhat 
more toward the participative group style than are those of the Group A res-
ponses. 
In general, the B group superintendents perceive themselves as util12ing 
the participative group leadership process with the school board and their 
32Li.kert, The Human Organization, p. 41. 
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principals and staff. They perceive themselves as consultative with teachers, 
parents and commni ty. The highest degree of participative group leadership 
process is perceived in their interaction with principals and staff. 
Group A superintendents perceived an overall participative group leader-
ship process With only one interaction group, namely, principals and staff. 
Group A's self-perceived leadership processes with the remaining four interaction 
groups fall into va~ing degrees along the consultative dimension of the scale. 
Even though variations in self-perceived leadership processes between the 
t~o groups are evident, both groups appear to exhibit an identical pattern in 
their shift away from and towards the System 4 dimension. Both groups indicate 
decreasing degrees of a consultative leadership process with the remaining 
interaction groups in the following descending order: teachers, community, and 
parents. Evidence indicates that the reference group with which superintendents 
interact most extensively and with the highest degree of confidence and trust 
is the principals and staff. Respondents indicated that this group feels the 
most responsibility towards educational improvements and they afford this group 
greater active participation, in developing and implementing educational pro-
grams and goals, than any one of the other interaction groups included in thie 
study. 
The lowest converted score and the shortest bar were attributed to the 
parent group with which superintendents interact in a self-perceived, low, 
consultative leadership process. The interaction process of Group A with 
parents approaches closely to the authoritative benevolent dimension on the 
scale. 
According to 11.kert, the loyalties, attitudes, motivations, goals, and 
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perceptions of all members and their collective capacity for effective inter-
action, communication, and decision-making "reflect the internal state and 
health of the organization. 1133 This statement points to an implication for 
the need of better parent-school relationships. The self-perceived reactions 
of superintendents inclicated that there is possible need to up-grade parents• 
knOliledge, understanding, feeling and action on iseues about which the super-
intendent, as a professional, is more knowledgeable. The superintendents must 
work at loosening up the workings of their school systems. 
Perhaps the bigness of the school system, the sheer number of parents 
involved and the superintendent's needed economies of time would stifle the 
superintendent's efforts to bring about a more direct and effective interaction-
influence and communication with parents on issues about which they are not 
professionally knowledgeable. As an alternative to increased direct, face-to-
face interaction with parents, the superintendent coulc act on formulating and 
maintaining operational~ various groups and sub-groups, with representation 
from the interaction groups, for the purpose ot eliciting the participation and 
cooperation of parents to work jointly for the preservation or the general 
~elfare of pupils. Without such channels of communication made available to 
parents, it appears that superintendents are forced to exercise an authori-
tative style of leadership towards the parent group on most issues of a pro-
fessionally educational nature. 
33tikert, The Human Organization, P• 29. 
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Figure 2 shows a profile of the distribition or the average point values 
assigned to responses selected by Group A and Group B respondents tor all twenty-
ti ve items related to five interaction groups in this study. A comparison of 
the profiles reveals an impressive difference between the self-perceived leader-
ship processes ot both groups. Group B superintendents, the goal setters, tend 
more towards the participative group style (System 4) of leadership than do the 
Group A respondents. Some exceptions and similarities on specific issues are 
noticeable. A comparative analyeis of the profiles shovn in figure 2 may be 
made .from the standpo.int or looking at issues and determining how the leader-
ship process varies between the two groups on a specific issue and in the inter-
action with a specific reference group. 
Item (a) in the questionnaire for each of the five interaction groups 
inquires into the extent or confidence and trust superintendents have in each of 
the interaction groups on the issue or budget decisions. The greatest amount ot 
confidence shown towards a reference group on budget matters is indicated in 
the interaction between Group B respondents and their principals and start members. 
With reference to budgetary and tinancial matters the A group indicated a greater 
amount of confidence in school board members than in principals and staff. 
The community ranks third in the extent or confidence and trust on the 
issue of spending for education. There is a considerable variation in the type 
of leadership process perceived by both groups on budget matters in their inter-
action with teachers. Group A ranks teachers below parents and appears to 
exercise an authoritative benevolent leadership process with teachers, when 
budget racomendatione are considered, while the B group i• more consultative. 
Parents have eanied more confidence and trust from the A group on budget 
,, 
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decisions than teachers, but the B group reversed this order, a possible 
indication that the goal selectors are working harder than the A group to get 
teachers to make commitments to educational programs. It is interesting to 
note that there is only one indication of an overall authoritative benevolent 
leadership process on thi8 issue, and it is perceived by the A group in their 
relationship with teachers. 
The issue or developing school board policies appeared in items (b) -
School Board, (d) - Principals and Statf, and (d) Teachers. Group A respon-
dents perceive their leadership style to be highly consultative with board 
members and teachers, but low-participative group with principals and staff. 
The B group appears to invoke a full participation from board members and 
principals and staff when developing written policies. The interaction of the 
B group with teachers on policy mattere is frequent and most of the tiu vi th 
a fair amount or confidence and trust; it is greater for Group B than for OrOllp 
A superintendente. 
Both groups or respondents perceive a similar middle-of-the-road con-
sultative leadership style with the school board on matters ot improving 
administrative and supervisory techniques. However, the amount or interaction 
and couurunication with principals and etatr, aimed at improving these techniques, 
is extensive. The mean scores of 15.60 for Group A and 16.10 for Group B 
indicate a fair amount of a democratic leadership process perceived by the 
reepondents in their drive to develop stronger administrators and l!Upervisors. 
One of the indicators of good or bad relations that a superintendent has 
with his school board is the manner in which he gets along with hie school board 
on policy matters. 'Ihe highest mean score on any issue with an interaction 
p 
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group in this study was obtained by the B group in its interaction with school 
board members on policy matters. Item (d) - School Board Members - produced a 
mean of 18.40 and a converted mean score or 4.68. For Group A the mean was 
16.26 converted to a score of 4.25. Both groups appear to be working closely 
together in an interaction process which is extensive, friendly, and with a 
high degree or confidence and trust. Both groups, but Group B more so than 
Group A, appear to aim at making their schools far more effectively responsive 
to pupil needs and, in so doing, want to place the superintendency and the 'board 
in a position of leadership. 
On the iesue or improving the quality of teaching, Group A respondents 
View their leadership style to be authoritative benevolent with parents and 
comllllllity, while the B group respondents perceive a similar leadership process 
on this issue with parents only. Principals and staff and teachers rank con-
siderably higher on the dimensions or leadership processes than the other 
reference groups. The B group attributed the greatest amount or reeponsibility, 
felt for improving the quality or teaching, to principals and starr members. 
This issue was interrelated with operating characteristics used in the inter-
action of Groups A and B with principals and staff, teachers, parents and 
comnm.ni ty. Only in the interaction of Group B superintendents with principals 
and staff was a democratic style of leadership perceived on the issue of im-
proving the quality of teaching. 'Ibe other averages ranged from System 2 to 
System J. However, some individual responses even indicated an authoritative 
exploitive leadership process. 
The leadership process perceived by Group B superintendents on the issue 
of instituting curricular reforms !:'item (e) on the profile, for all interaction 
II 
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groups except communi tiJ consistently tends closer to the full participative 
group style. 'lhe B group respondents perceive their leadership style to be 
democratic in their interaction with teachers, principals and staff members, 
while the A group superintendents perceive their style to be more consultative 
with these reference groups. 
Item (c) - Teachers - measured the responses to indicate the amount of 
interaction and communication prompted by the superintendent to improve relation-
ships between teachers and administrators. Group A respondents indicated a self-
perceived, high-consultative leadership style, while Group B respondents 
indicated a participative group or democratic style. 
Item (c) - Parents and Community - measured the responses on the issue of 
communicating school problems and progress. ~.est of the Group B respondents 
indicated a self-perceived participative leadership process with parents, and a 
high-consultative process w1 th the comuni ty. Group A superintendents perceive 
themselves as high-consultative, approaching the participative group leadership 
process with parents. In their interaction with the coUllllWlity, the self-
perceived leadership process of Group A was similar to that of Group B. 
On the issue or maintaining school discipline, Group A superintendents 
appear to border between the authoritative benevolent and consultative, and would 
rather not become directly involved with parents on problems or discipline. 'lhe 
' 
:e group appears to be mere willing to come to grips With disciplinary probleu 
and perceives itself as more consultative. 
The B group superintendents interact more often with intluential people 
in the community than the A group, as indicated by responses to 1 tem (d) -
Commun! ty. This group exhibits more cont.l.dence and trust in the intluential 
I I 
I 
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groups and persons of the community on educational matters than does the A 
group. Both groups consult all community agencies, whenever the need arises, 
to discuss problems related to agency assistance, prior to setting goals and 
planned action. Both groups indicated a low-consultative style or leadership in 
their interaction with the community on the issues or improving school-
community relationships. 
Table 14 shows the means of point values assigned to responses, converted 
to scores, for items related to the major issues selected !or this study. 
Differences between scores (Group B to Group A) are indicated to assist in the 
analysis of the profiles which show a graphic comparison of leadership processes 
perceived by the two groups ot superintendents. 
r 
TABLE 11 
COMPARISCll OF SCORES OF GROUP "A" AND GROUP "B" MEASURED RESPOOSES 
CLASSIFIED BY MAJOR ISSUES 
INTEP.ACTION SCORES 
ISSUE GROUP Group "A" Group "B" 
-
1. Spending tax dollars Board (a) 3.75 ).88 
wiseq; bldgets. Prine. & Starr (a) 3.64 ).94 
Teachers {a) 2.BS ).28 
Parents (a) 3.20 3.10 
Coamni ty (a) 3.67 ).84 
2. Developing written Board (b) J.BS 4.50 
board policies Prine. & start ( d) 4.~ 4.JO 
Teachers (d) 3.SS 3.72 
). Improving adm.i.nie- Board (c) 3.4S 3.48 
trative and super- Prine. & Statt ( c) 4.12 4.22 
'Yisory techniques. 
4. Maintaining good School board (d) 4.2s 4.68 
relations with 
school board. 
s. Improving quality Prine. & Staff (b) 3.91 4.11 
of teaching. Teachers (b) 3.20 3.96 
Parents (b) 2.64 2.98 
Comunity (b) 2.73 3.04 
6. Instituting cur- Schoo 1 Board ( e ) 3.S3 3.82 
ricular reforms. Prine. & Staff ( e ) 4.28 4.48 
Teachers {e) J.79 4.18 
Parents (e) J.24 3.42 
DIFFEREXCE 
+ .13 
+ .JO 
+ .4) 
- .10 
+ .17 
+ .6S 
+ .26 
+ .17 
+ .03 
+ .10 
+ .43 
+ .2) 
+ .76 
+ .34 
+ .)1 
+ .29 I\) -..i 
+ .20 """ 
+ .39 
+ .18 
r 
TABIE lh 
(continued) 
INTERACTION SCOPES 
ISSUE GROUP Group "An Group "B" DIFFEP:ellCE 
1. Improving relations Teachers (c) 3.72 h.oo + .28 
between teachers & 
admnistratora. 
8. COllllllllication on Parents (c) 3.91 4.04 + .13 
school problems Commnity (c) 3.81 3.80 - .01 
and progress. 
9. Maintaining school Parents (d) 3.os 3 .. 68 + .63 
discipline. 
10. Influential people Commnity (d) 3.39 3.80 + .41 
in cotnllllni ty. 
11. ImproVing school Community (e) 3.01 3.26 + .2s 
comlllllllity relations. 
TOTAi: j.)Il j.B~ + .~B 
8The letters (a), (b), (c), (d) and (e) appearing af'ter each interaction group represent the 
items in the questionnaire for the specified interaction group. 
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CHAPTER V 
DIFFERENCES IN DFMOOR.APHIC CHARACTERISTICS BE'l'WEl!N 
LFADERSHIP STYLE SELECTORS AND GOAL SELECTORS 
To determine some differences in the demographic characteristic• between 
leadership etyle selectors and goal selectors, respondents were asked to fill out 
section I ot the questionnaire, which asked for the following background intorma-
ti on: 
1. Highest degree obtained and the Universit7 attended. 
2. Age 
J. Living statues own home, rent, board. 
4. Number of years employed in present district. 
5. Number. or years as superintendent in present district and other districts. 
6. Numbering, in order or importance, the three factors that best 
characterize the respondent's role as superintendent. The factors 
contained in the questicnnaire were: (a) coordinator and facilitator, 
(b) business executive, (c) teacher, (d) consultant and advisor, (e) 
salesman, (f) politician, (g) enforcer, (h) change agent. 
Although 1 t is beyond the scope of this study to explore ful~ the differ-
encee in the demographic characteristics between the two groups of respondents, it 
~as felt that a few selected demographic variables should be obtained which poten-
tial~ could be related to the cognitive self-perception or leadership style and 
goal setting selectors. And, eo, the question is posed: how do Group A superin-
tendents, ei.xty percent or the survey respondents, ditter from the Group B super-
intendents, forty percent ot the respondents? 
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'IABLE 15 
HIGHEST DEDREES OBTAINED AND UNIVlmSITIES AT WHICH DBJREES WBRE F.ARNED 
UNIVmtSITY Masters Doctorate All 
A'ITENDED A B Both A B Both Total 
NO. % NO. % NO. % NO. ~ NO. % NO. r:t NO. % /0 
Jhena Vista College l 6.7 l 4 1 4 
Bradley University 1 6.7 1 4 1 4 
Columbia Universit7 1 6.7 l 4 l 4 
DePaul Universit7 1 6.7 1 4 1 4 
Harvard Uni versi t7 l 6.7 1 4 1 4 
Univ. of Illinois 3 20.0 2 20 5 20 l 6.7 l 4 6 24 
Southern Ill. Univ. 1 10 1 4 1 4 
Univ. of Indiana l 10 l 4 l 4 
Univ. of Iowa 1 10 1 4 1 4 
Loyola University 1 6.7 1 4 1 4 
National College 1 6.7 1 4 l 4 
Northwestern 2 20 2 8 2 u.o 2 20 4 16 6 24 
State Univ. of N. Y. 1 10 l 4 l 4 
Uni'Y. of Pa. 1 6.7 1 4 1 4 
Roosevelt University 1 6.7 1 4 1 4 
TOTAL B 5J.5 4 40 12 48 7 46.5 6 60 13 52 25 100 
r 
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Highest Degree Obtained and University Attended 
The number and percent, by type, of highest degrees attained and the 
Ufliversities at which degrees were earned by each group of respondents and both 
groups combined are shown in Table 15. Sixty percent of the goal selectore and 
u6.5 percent of the leadership style selectors have earned a Doctor's degree in 
education. All these degrees were earned in the field of educational administra-
tion. Fifty three and one half percent of the Group A respondents and forty per-
cent of Group B respondents hold a Master's degree. More than half the number of 
Master's degrees were in the field of educational administration and the others 
were in specialized educational areas. 
Nearly half of the respondents from both .groups combined earned their degrees 
from Northwestern University and University of Illinois. 'lbus, about half of the 
superintendents of the Northern Cook County school districts, whose assessed 
valuation per pulil lies below the median, are graduates of these two universities. 
Six, or twenty-four percent, or the superintendents from both groups combined 
attended universities in states other than Illinois. One Group A superintendent. 
obtained his Doctorate from Columbia, another from Harvard, and one !rom Loyola of 
Chicago. 
'Ihe percent of Group B superintendents holding a Doctor's degree is higher 
than that for Group A. This may indicate that the Group B mperintendents are 
more aggressive and more deliberate in working towards the attail'Jment of academic 
goals. '!heir tenacity of purpose on the academic level a~ears to be a strong 
characteristic of their behavior as educational administrators. Motivation to 
attain personal goals set by leaders to meet their own needs can act as further 
motivation to attain organizational goals. The motivational intensity to set and 
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attain goals appears to be greater with the Group B responcents than the Group A 
respondents, as evidenced by the higher percent of Doctorates earned by that group. 
The higher percent of Doctorates in the B group than in the A group may also 
be the result of the higher requirements which a new superintendent must meet in 
order to qualify for the superintendency. An educational administrator who 
aEpires to the position of superintendent must produce his Doctorate credentials 
to almost any district school board receiving his application. This may have not 
been the case two decades ago. The Superintendent's Certificate requirement and 
requirements qualifying for membership in the Illinois Association of School 
Administrators and the American Association of School Administrators point up the 
academic upgrading for the preparation of school superintendents. And, too, some 
critics think that the requirements are invalid and not relevant in today's world, 
particularly with respect to superintendents. On the other hand, these new 
requirements which demand a Doctorate of a superintendent might have some causal 
effect on the differences between Group A and Group B superintendents. 
Fifty two percent of the total combined group of respondents hold the Doctor's 
degree. For the most part, these superintendents from both groups see themselves 
primari 1y aPJ educators. Improving the quality or teaching and encouraging curricular 
innovations far outstrip all other goals as their most important long-range 
continuing objective. In this regard, Groups A and B seern to agree more often than 
they disagree on the approach they take with their interaction groups. 
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Age Comparison 
The average or all respondents is 44.7 years, while the average age of Group 
A superintenden'h: is 45, anc that of Group B is 40.3. More than half of the goal 
selectors are under h4 years of age. Only twenty percent of the Group A 
resoondents are in this age bracket, a possible sign that a significant age gap is 
developing. 
Eight, or 53.3 percent of the Group A respondents hold a Master's degree and 
seven, or 46.7 percent possess a Doctorate in education. Of the B group, four or 
forty percent have the Master's degree, whereas six, or 60 percent earned a 
Doctor's degree. The average age or the Group A Master's degree holders is 44.5 
and the average age of the Group B superintendents with a Master's degree is 50. 
The average age of the significantly higher percent of Group B superinten-
dents with Doctorates is forty years, as compared to 45.6 years for the A group 
Doctorate holders. This may explain why the Group B superintendents are less 
consultative anc more participative with their administrators than the A group. 
Goal selectors are younger; they expect their principals and staff to contribute 
through participation and involvement in plans and goals. They appear to be look-
ing to their administrators for suggestione to problem solutions in a participative 
ll'lanner, and not only as consultants. This may indicate that they tend to evaluate 
their principals' performance somewhat more strictly than their counterparts in 
Group A. The price for a democratic leadership process is gooc performance. 
The youngest Group A superintendent, holding a Master's degree, is thirty-
two years old, and administers a school district located in a near Northwest 
suburban commnity with light industry. 'The oldest Group A superintendent, 
administering a large district with an enrollment of over 10,000 pupils, in a 
r 
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large, old established suburban comnn.inity, is sixty-two years old. An array of 
the Group A and B degree holcers, by age, is shown in the follo~ing Table. 
Group nA" 
Master's Doctor's 
32 41 
39 45 
42 45 
44 45 
44 47 
45 48 
48 48 
62 
Ave.44.5 45.6 
TABLE 16 
AGE LIETING OF GFOUP "A" AND GFOUP "E" 
SUPERINTENDrnTS BY TYPE OF DECREE 
Group "B" 
Master's 
37 
48 
56 
59 
5o.o 
Doctor's 
33 
37 
39 
42 
43 
49 
40.0 
Conversations with the echoolmen of both groups during the interviews 
indicated that the significant minority of the goal selector group lays claim to 
an enlightened vision or their role as superintendents. It appears that this 
younger "breed,'' in terms of their own professional concept, consider themselves 
to be new and different. They woulc like to set the goals, but they realize that 
the initiative to "start the ball rolling" must be theirs and they need to win the 
support and participation of all concerned. 
To instigate and to involve appear to be the characteristics of the goal 
setters, more so than the Group A respondents who rely more upon their ability to 
translate the community's educational desires and objectives into programs. The 
E r,roup, better educated, younger, and more in touch with the contemporary 
281 
situation, appears to be more aggreseive, to know what goals are to be achieved, 
and to demand the involvement and participation or the reference groups through 
which goals and programs are to be achieved. 
The frequency and percent of ages for Group A and Group B respondents are 
shown in Table 17. 
Living Status 
In response to the factor of living status, all respondents indicated that 
they belong to the catego?')' of home owners. One of the conclusions that can be 
drawn from the cata on this factor is that superintendents, as home owners, might 
be demonstrating an intent to eetablieh long term residence in the community or 
they lnight be playing the game of stability for a few years. Research into 
demographic and biographic factors related to budgeting money, debt measures, and 
self perception of one's honesty and reliability indicates that home owners, belong-
ing to the occupational category of professionals, demonstrate above average 
abi U ty to budget personal and family expenditures, the best performance in paying 
bills promptly, 1 and a high degree of accuracy and honesty in reporting matters re-
lated to the debt measures. 2 Homeownership indicates that superintendents, as a 
professional group, are highly responsible, reliable, conservative in money 
matters, anc "solid citizens" of the ~ommunity in which they est&blish residence. 
Length of Service in District 
The average length of service rendered by Group A superintendents in the 
1Ross Lawrence Goble, "Biographic Information and Consumer Credit Use," 
Journal of Consumer Credit Manage~, I (Spring, 1970), p. 108. 
r 
Age Group "A II 
No. ct 
30 - 34 1 6.7 
35 - 39 1 6.7 
40 - LL. 4 26.6 
LS - 49 8 53.3 
50 - 54 
55 - 59 
68 - 64 1 6.7 
TOTAL 15 100.0 
AVERAGE 45 
TABLE 17 
AGE COMPARISON OF GPOUP "A 11 AND 
GROUP "B" SUPERINTENDENTS 
Group "B" 
No. % 
l 10 
3 30 
2 20 
2 20 
. 
2 20 . 
10 100 
40.3 
2e2 
Both 
-No. % 
2 8 
L 16 
6 24 
10 40 
2 8 
l 4 
25 100 
44.7 
r 
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districts in which they are currently employed is 10.7 years, while for the Group 
J3 superintendents it is 6.8 years. 'Ihe average years of service in the present 
district for both groups combined is 9.1 years. 'lbe mode for Group A is 12 years 
and four or 26.7 percent of the respondents fall into this category. Four years 
of seniority in the district is the length of time of service category into which 
the greatest number of Group B respondents fall, namely, two or twenty percent. 
For the combined groups, the mode of twelve years contains only the four Group 
A respondents, or sixteen percent of the total twenty five respondents. 
Five or 33.3 percent of the Group A respondents indicated a seniority of 
ten to twelve years; of the B Group, only one or ten percent claimed this length 
of time of service in the district. Six or twenty-four percent of the combined 
groups have served as superintendents in their district from ten to twelve years. 
An interesting observation on the range of years of employment in the present 
cistriot is the nine to fifteen years of service interval, because this is the 
interval which demonstrates the expansion in the difference of years of service 
between the leadership style selectors anc the goal selectors. In terms of 
percents, there are half as many Group B respondents than Group A respondents in 
this category. A further analysis of the seniority statistics shows that the 75~ 
percentile for Group A res-poncente is 16.75 years, while for Group Bit is nine 
years. This probably reflects the developing age gap between the two groups, a 
possible indication that the younger group with lees seniority is the one which 
pushes harder and more openly, by encouraging more participation and involvement 
of their interaction groups, than the older group with more seniority, which tends 
more toward behind-the-scenes tactics. 
The B group superintendents are more apt to be involved in and concerned 
r 
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about controvereies with all their interaction groups than the A group superin-
tendents. This is evidenced by the substantially higher percentage or Group B 
responses, than Group A reeponses,3 which fall into the dimell8ion of a self-per-
ceived participative group leadership process. 'lb.is would indicate that the 
Group B reepondente have a greater propensity tor being involved and involving 
others than those in the A group. 
The goal selectors, although in a significant minority, appear to be 
emerging as a younger group and, hence, with less seniorit7, and appear to 
indicate that the participative group style ot leadership does not necessarily 
mean shying away from controversy eo as not to "rock the boat." They are more 
intent than their senior counterparts in Group A on setting goals and getting 
their interaction groupe involved. 
Data on the comparative analysis of length of time or e1J1Ployment in the 
districts where respondents serve as superintendents are presented on the 
following page in Table 18. 
Total Number of Years Employed as Superintendent 
Reepondente of both groups were asked to indicate the total number of years 
they served as superintendent in the present district, other districts and in all 
districts combined. Since the questionnaires and interviews were gi"Hn during the 
summer months and at the beginning of the 1970 - n school term, all respondents, 
except three, counted their years or experience as of the end or the prnious 
)See Table 12-1, Group "A", and Table 12-2, Group "B", page 26la. 
r 
E:eniori ty 
In District 
(Years) 
2 - 11 months 
1 - 2 years 
3 - 4 
--.. ~.-·-
... 6 , -
7 - 8 
9 - 10 
11 - 15 
J.6 - 20 
Over 20 
Total 
--Average L.E. 
:'iode - L. E. 
Mo. and %: 10 - 12 yrs. 
No. and %: 9 - 15 yrs. 
Longest L.E. over 20 yrs. 
TABLE 18 
LE'NGTH OF TIME OF EMPLOYMENT 
IN PRESENT SCHOOL DISTF.ICT 
Group A Group B 
NO. % NO. I 
1 6.7 1 10.0 
1 6.7 2 20.0 
2 13.3 3 30.0 
l 6.7 
l 10.0 
2 1.3.J 2 20.0 
4 26.7 
2 13.3 
2 13.3 l 10.0 
1.5 100.0 10 100.0 
10. 7 years 6.8 years 
12 yrs. (n • 4) L yrs. (n • 2) 
5 (JJ.3%) 1 (10.0%) 
6 (L0.0%) 2 (20.0%) 
22, 25 (13.3%) 27 (10.0%) 
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Both 
N6. 3 
2 e.o 
3 12.0 
c: 20.0 .,, 
1 L.O 
1 h.O 
4 16.0 
4 16.o 
2 B.o 
3 12.0 
25 100.0 
9.1 years 
12 yrs. (n• 4) 
6 (24.0$) 
B (32 .0%) 
22,25,27 (12.0~) 
8 1.E. is the length of time of employment in present district. 
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school year. The two respondents, cne from Group A and one from Group B, had been 
recently hired as superintendents of their new districts anc accounted for three 
months in their new position. Both superintendents indicated this on the question-
naire, and, hence, the fraction of the year served is shown in decimal form as 
.2S years in Table 20. 
Two thirds, or 66.7 percent of the Group A respondents have held the position 
of superintendent in no other district but the one in which they are presently 
employed. Of the B group, seven or seventy percent served as superintendents in 
one district only. Overall, 8ixty-eight percent of the combined groups held no 
other position as superintendent than in the district by which they are currently 
employed. In this regard, both groups appear to be alike. 
The range of total years of employment of the Group A superintendents, who 
had served only one district in this capacity, was from 3 months to a little over 
twelve years, while the range in years of service for the B group respondents, 
characterized by this same employment background, was from three months to twenty-
seven years. However, if the respondent with twenty-seven years of seniority is 
excluded, the other six who fall into this category have served as superintendents 
in a range from three months to four years. In other words, sixty percent of the 
B group have been in their school districts as superintendents for four years or 
less, as compared to 26.7 percent of the A group with the same length of seniority. 
One third of the A group respondents indicated they held positions ae 
superintendents in other districts. One superintendent has twenty-five years of 
service as superintendent with his present district and, prior to this, an 
additional twelve years. He is the oldest superintendent in the Northern portion 
of Cook County and is deserving of highest esteem and credit for the thirty-seven 
I 
I 
I 
287 
years fil)ent in a career as superintendent. Only thirty percent of the Group B 
respondents held the superintendency position in a district other than their 
present school district. 
The data supporting the relationship between the number of years that 
respondents from both groups served as superintendents in other districts and the 
number of years served in the present district are shown in Table 19. It appears 
that the analysis of these data are consistent with the analysis of data made thus 
far, namely, that the goal selectors are emerging as a new "breed" or superin-
tendents. Both groups, however, show a similarity in that about two-thirds of each 
group have served as superintendents in only one district. 
The other aspect of the respondents• employment as a superintendent was to 
make a comparison of the total number of years each group and combined groups 
served as superintendents. This comparison is presented in Table 20, which appears 
on page 289 of this study. 
The average of the total years that Group A served in the capacity or 
superintendent was 10.3.3 years, while for Group B the average was 5.2 years. For 
both groups combined, the average wae 9.2 years. Again, the B group emerged as a 
younger group and with less experience, in general, than the A group. ait, the B 
group appears to be more attuned to the contemporary school ecene. Perhaps their 
younger age and early exposure tc the superintendency, coupled with the urgency 
they feel for accomplishment, may account in some way for the differences in the 
leadership processes perceived by the two groups. This comparative background 
information may proVice some reasons for the greater self-perceived participative 
leadership process, more indicated involvement, and a higher degree of trust and 
confidence on the part of Group B when compared with Group A. 
! I 
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TABLE 19 
NUMBER OF YEAPS EMPLOYED AS SUPERIN'l'!NDENT 
IN PRESENT DISTRICT, OTHER DISTF.ICTS AND ALL DISTFICTS 
Number of Years Group A Group E 
Other Present All 
Districts District Dietricte NO. % NO. % 
-- -
0 2-11 mos. 2-11 mos. l 6.7 1 10.0 
0 1- 2 yrs. 1- 2 yrs. 2 13.3 L 40.0 
0 3- 4 3- 4 1 6.7 l 10.0 
0 5- 6 5- 6 l 6.7 
0 7- 8 7- 8 l 6.7 
0 9-10 9-10 1 6.7 
0 11-15 11-15 2 13.3 
0 16-20 16-20 l 6.7 
0 Over 20 Over 20 l 10.0 
3- L 9-10 12-14 l 6.7 
5- 6 3- 4 8-10 1 6.7 1 10.0 
5- 6 5- 6 10-12 1 6.7 
7- 8 2-11 mos. 7- 8 yrs., l 10.0 
& 11 mos. 
9-10 2-11 mos. 9-10 yrs., 1 6.7 
& 11 mos. 
11-15 Over 20 Over 20 1 6.7 
16-20 7- 8 Over 20 l 10.0 
Total 15 100.0 10 100.0 
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TABLE 20 
TOTAL NUMBER OF YEARS DiPLOYED AS SUPEPINTIDTFN'I' 
- l 
Group A Group B Both 
NUM:SEF 
OF YEARS NO. % NO. % NO. % 
0.25 1 6.7 1 10.0 2 8.o 
1 2 20.0 2 e.o 
2 2 13.3 2 20.0 4 16.o 
4 l 6.7 1 10.0 2 B.o 
6 1 6.7 1 4.0 
7 1 6.7 l 10.0 2 B.O 
8 1 6. 7 1 10.0 2 B.o 
9 l 6.7 l 4.0 
10.25 1 6.7 l L..o 
11 1 6.7 l 4.0 
12 2 13.3 2 B.o 
14 1 6.6 1 4.0 
16 1 6.6 l 4.0 
26 l 10.0 l 4.0 
-
27 
' 
l 10.0 1 4.0 
-
37 1 6.6 l 4.0 
'rO'lAL 15 100.0 10 100.0 25 100.0 
-
Self-characterization Factors Chosen By 
Responcents in Their Role As cuperintendent 
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Respondents were asked to number three factors (1, 2, 3 in order of 
importance) that best characteri2e their role as superintendent. The B group 
ranked change agent as the top factor, followed by coordinator and facilitator 
and, thirdly, by consultant anc advisor. The A group placed coneultant-advisor 
in first place, coordinator-facilitator in second place, and ranked politician 
as third. Group A ranked the other factors as follows: fourth, business 
executive; fifth, change agent and salesman; sixth, enforcer; and, seventh, 
teacher. The B group ranked the remaining factors as follows: fourth, business 
executive; teacher, salesman and politician were all tied for fifth place. A 
distribution of the number of responses to factors ranked by the respondents• 
selected order of importance is presented in Table 21 which appears on page 293 
of this study 
To determine rankings of factors for each group and for both groups com-
bined, the number of responses, ranked l, 2 and J for each factor, were added and 
the total of the three rankings was percented to the sum total of all responses 
for each group. The percentages of responees for each factor were ranked from 
the highest to the lowest. Table 22 on page 2SL shows the number and percent of 
added responses for the first, second, and third rankings of self-characterized 
factors selected and ranked by Group A and Group B euperintendents. A summary 
arrangement of the numbering of these factors, in order of importance, is given 
beloi.;. 
I 
.I 
I 
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FACTOR A B Both 
Coordinator-Facilitator 2 ,... 2 ~ 
.Business Executive 4 4 4 
Teacher 7 5 7 
Consultant-Advisor l 3 1 
Salesman 5 5 6 
Politician 3 5 5 
Enforcer 6 0 7 
Change-Agent 5 l 3 
The most apparent differences bet1i1een the two groups is the order of 
importance placed on the factor, change agent. Nearly seven percent (6.7%) of 
the Group A responses ranked this factor fifth, while thirty percent of the B 
group ranked this factor as first in order of importance. This is another indica-
tion that Group B might be more aggressive and more incisive in their plans and 
programs than Group A. 
Both groups, however, are alike in that they View coordinating and 
facilitating as second in importance. However, a distinct difference in the 
character of the two groups is apparent in their third choice; the B group ranked 
consultant-advisor third, while the A group ranked politician as third. This is 
another possible incication that the leadership style selectors might tend more 
tolilard manipulating their interaction groups with behind-the-scene tactics, 
~hereas the B group may tend to be more direct and open with their interaction 
groups. 
Group B displays more certitude than their counterparts in Group A that the 
superintendent should make an outright commitment to a specific program change, 
educational objective, innovation or issue. It appears that the A group is 
concerned more with the political nature of problems than with the objective 
issues. Perhaps the A group attempts to circumvent obstacles, which prevent them 
r 
292 
from achievj.ng their goals, by being more consultative and by adhering to their 
taste posture of carrying out the communi ty•s wishes. 
As a group, superintendents administering K-8 schools in the Northern 
portion of Cook County, where the assessed valuation per pupil lies below the 
median for that geographic section of the County, see themselves as educational 
administrators with a proclivity towards taking a stand only after the issues are 
discussed with their interaction groups. This is not always the pattern, nor is 
it a steadfast approach to exercising their leadership process as has been seen 
from the responses indicated on the scales analyzed in Chapter 4. Overall, the 
respondents are interested in specific program changes, planning, establishing 
educational objectives, introducing innovations and resolving issues, even though 
the leadership processes of members of both groups vary from a rarely used 
exploitive authoritative style to a high participative group style. The style used 
will depend on the predisposition of the superintendent to the issue at hand and 
and the group ~i th which he must interact. 
FACTOF 
TABLE 21 
NUMBER OF RESPONSES TO 
SELF-CHAFAC'fEFIZATION FOLES OF SUPEP.INTENDENTS SEL:BX:TED 
IN RANK ORDER OF IMPORTANCE 
GP.CUP A GFOUP B 
l 2 3 l 2 3 
Coordinator - Facilitator 5 2 l 3 3 2 
Business Executive 1 2 2 l 3 
Teacher l l 
Consultant - Advisor 8 7 1 2 3 1 
Salesman 3 1 
Politician l 2 L l 
Enforcer 2 
Change Agent l 2 4 2 3 
BOTH 
l 2 3 
8 5 3 
l 3 5 
2 
10 10 2 
l 3 
l 2 5 
2 
L 3 5 
8
'lbe numbers l, 2, 3, below each group category, represent the rankings given by the respondents 
to the factors which best characterize their role as superintendent. 
brhe numbers in the columns represent the frequency of the factor chosen by the respondent~ 
of each group anc for both groups. 
TABLE 22 
NUMBEP AND PERCF.NT OF 
ADDED FESPONSES FOR FIRST, SECOND 
AND THIF.D RANKINGS OF SEI..F-CHAF.ACTERIZED 
FACTORS SELECTED BY SUPERINTENDENT$ 
FACTOR GROUP A GROUP B 
No. % No. % 
Coordinator - Facilitator 8 17.7 8 26.7 
Business Executive 5 11.l 4 13.4 
Teacher 1 2.2 l 3.3 
Consultant - Advisor 16 35.6 6 20.0 
Salesman 3 6.7 1 3.3 
Politician 7 15.6 1 3.3 
Enforcer 2 4.4 
Change Agent 3 6.7 9 30.0 
Total P.esponses 45 100.0 30 100.0 
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BOTH 
No. % 
16 21.3 
9 12.0 
2 2.1 
22 29.3 
4 5.3 
8 10.7 
2 2.1 
12 16.0 
75 100.0 
CHAPTER VI 
CONSLUSIONS, F.ECOMMWDATIONS AND IMPLICATIONS 
FOR FURTHER STUDY 
Cone lusions 
Administration, in its best sense, must be guided by leadership if the 
f:J'Stem is to be maintained and sustained. Isadership implies the assumption of 
responsibility for getting a group to take some sort of purposeful action. It 
involves a group anc a purpose. fut, in addition to assuming responsibility, the 
leader must also be accountable to the school board, parents and comrnuni ty for 
his administrative performance. The administrative process imposes upon the 
leader the function of decision making which guides the groups to take action 
geared toward achieving organizational goals. 
'lbe school structure is people oriented and indicates the relationships of 
people as they work to achieve a common goal, namely, to pr?vide the best possible 
education for the children in the community. EUt, in order to do this, tasks must 
be performed. Goals imply programs; programs imply tasks; tasks require people to 
perform them. The chief school administrator must devise schemes for the 
coordination of tasks and activities distributed over space and time. 
Regardless of the viewpoint adopted by those ~ho engage in defining haw a 
superintendent should behave as a leader, the superintendent is expected to guide 
.an organizational structure which was created by statute to meet various group 
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purposes. Therefore, he 1m1st motivate and communicate because these are the bind-
lng elements of coordination. He must provide the structure with (1) 'Ways of 
communicating ideas, (2) points of decision, (3) task assignments, (L) coordination 
of activities, and (5) evaluation of output.1 
The superintendent is encharged with the responsibility and accountability 
of providing the best educational program that the district's resources will afford. 
He must anS111er the question of how best to proVide for the welfare of the students. 
He rust exercise his authority in this area. Otherwise, responsibility and 
accountability without authority become nothing more than shibboleths of meaning-
less expressions. His authority is proper in a democracy. As a matter of fact, 
it is a necessity. 
The superintendent's authority should not become confused with the varieties 
of legal and quasi-legal sources of authorities, such as, constitutions, statutes, 
rules, regulations, by-laws, and policy statements. He must exercise the authority 
of ideas and the authority of competence in order to administer an effective 
organi2ation. Nor should his authority be abrogated by theoretical concepts of 
democracy borrowed by analogy from the field of political science. These concepts 
build the framework within which the Public School system operates. Within this 
framework lies the administrative action which the superintendent must exercise 
in order to keep the system together, maintain it and sustain it, by feeding into 
lJohn E. Corbally, Chap. II, "Personnel Organi2ation and Management," 
Annual Administration and Su erVision Worksho : Proceed! s (College of 
ECucation, Depar en o Administration an Supervis on, University of Houston; 
Houston, Texas, 1962), pp. 17 - 30. 
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the system new ideas, new programs and new goals. 
Some theorists take the view that "leadership is not the power of one 
person to decide and control, but is a set of functions which no one person can 
2 fUlfi 11." This may imply that only group decisions are more effective than 
decisions ma.de by a leader. It may imply that a leader should not impose his 
decisions upon the group without giving the group ample opportunity to participate 
in making decisions. Complete group control and complete leader control over 
goals and programs are two opposite extremes in leadership processes, and it 
would be difficult to assert that either one is the right approach to exercising 
a leadership style undt"r all conditions. 
If group control is adopted and such control overrides the ideas of a 
competent leader, the situation ma)' evolve into one where the school district 
becomes "a happy ship," not necessari 1y going anywhere. However, on the other 
extreme, if the leader does not consult his interaction groups, does not com-
municate with the participants, does not provide ample opportunity to the 
participants to fully understand the reasons for change and to ask them to help 
on deciding to make the change, his leaderehip will be ineffective. 
A science-based leadership theory, such as Likert•s System l to System 4 
model, takes into consideration many variables which operate in the interaction 
process between leader anc groups. Issues are an important variable and the 
operating variables which hit at deep-lying interests, aptitudes of people, 
attitudes of trust and distrust, understanding of goals, amount of interaction and 
2saunders !!:...!!•' A Theory of Educational LeadershiE, p. 95. 
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communication, and charmels of communication must be all interrelated when 
a7tempting to determine what type of leadership process should be utilized in order 
to launch and idea and keep it aloft. There are too many administrators who have 
the ability to launch innovative i.deae, but cannot keep them aloft because they do 
not want to "rock the boat." 
Each situation must be assessed on its own merits before a superintendent 
puts his selected leadership process into action. When initiating an idea or 
program to attain a goal, the leader may have to be authoritative in his style • 
.ait he becomes permissive in his relations with his interaction groups, as the 
group becomes more knowledgeable about the issue, for he assumes that as people 
grow they learn to assess their own aptitudes and develop their basic potentials. 
The superintendent must builc on a high-trust leadership. The process of 
tending towards a participative group leadership style, or democratic style of 
leadership, is an evolving and continuous process. If a new iseue arises, giving 
~eed for new programs, the leadership process may or may not be participative 
group. In it~ initial stages it may have to be, of necessity, authoritative. 
Eventually, the leader steers his interaction groups towards the participative 
style. 
Superintendents should not forget that the administrative or leadership 
process also entails a teaching process. The group, at times, has to walk before 
it runs. And so, principles of learning also apply to the superintendent's 
understanding of the leadership process. In spite of the low priority given by 
respondents to the factor, "Teacher," in their self-characterizations which best 
describe their role as superintendent, experience dictates that a leader l!llst 
teach, not in a formal sense, but through col'!UlU.Uli.cation, interaction, participation, 
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coaching, and just plain discussion. 
Through the teaching process, confidence and trust are earned, not deserved. 
The effective leader must provide the opportunities anc the climate for generating 
confidence and trust. Again, the process must be an emerging process which 
progresses to allow people to be responsible for their own destinies, for setting 
their own targets, assessing their own development needs, searching out resources 
to aid in task-accomplishment, and participating in setting organizational 
objectives. The superintendent must know that goal-formulation is a significant 
skill that must be learned, and that to develop such a skill the interaction groups 
rrust exercise a variety of opportunities to make decisions, explore goals, and 
experiment with many kines of activities. 
Participative group leadership creates interdependence and diminishes the 
problem of authority. w'here there is interdependence, conflict and disagreement 
are open~ expressed and can be resolved and integrated into productive work. In 
such an environment, people feel they are working together for a common goal anc 
the organization can be flexible, diverse, and informal, with a minimum of rigid 
role requirements. Channels of communication become free, open, and spontaneous. 
An analysis of the results of the questionnaires and interviews, and what 
the professional literature states, tend to indicate that leadership theories are 
going in the direction of a science-based, emergent style of leadership which 
neither condemns nor condones a certain leadership process. Issues, interaction 
groups, knowledge, ccmpetency, feelings towards issues and groups, and many other 
variables inherent in a leadership process will determine what type of leadership 
style a superintendent should utili2e in a given situation. There !lllSt be a 
starting point, and the superintendent shoulo not be hamstrung by dJgmatic 
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pronouncements of well meaning and respected theoreticians who claim that the 
democratic leadership style or the participative group style !l'llst always be used. 
'Ibis is undoubtedly the most effective style, but conditions already mentioned 
must be present before it can be utilized. The superintendent, as an educational 
leader, !l'llst reali2e that, if he begins with a leadership process in a dimension 
on the continuum which lies outside the participative group dimension, he l'llUSt 
strive to work with his interaction groups and lead them to the participative 
group leadership arrangement. 
An ana~·sis of the data indicates that the goal selectors, intent on attain-
ing their stated goals, are working harder than the leadership style selectors 
towards an emergent, participative group style. The leadership style selectors 
appear to have a greater proclivity than the goal selectors towards using 
conventional defensive-leadership techniques of skilled persuasion to induce 
acceptance of leadership goals. The goal selectors appear to be more high-trust 
oriented tO\rlards their interaction groups and more bent on participation of their 
reference groups in the cooperative determination of goalE. They have not arrived 
there completely, nor do they in all instances shy a~ay from the authoritative 
leadership process. Individually, superintendents from both groups perceive 
their leadership processes on dimensions that range from authoritative explcitive 
to participative group. Collectively, the goal selectors• self-perceived leader-
ship process appears to be closer to the participative group leadership dimension 
than that of the leadership style selectors. 
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Hypothesis I 
Superintendents, in their administrative roles, are more concerned 
with goal setting than with leadership style. 
In the light or the accumulated data, this hypothesis is rejected. The 
superintendents were generally in agreement that goal setting is an important 
.function or the administrative role. Only six, or twenty-four percent of the 
superintendents from the total number of respondents, chose goal setting on a 
voluntary acceptance basis and with no objection to the separation of the leader-
ship style and goal setting functions. Four, or 16 percent of the superin-
tendents, took exception to the distinction between the two roles because they 
felt that leadership process and goal setting are two functions of leadership anc 
cannot be separated. However, these four made a forced choice selection indicating 
that, within the leadership concept, the function of goal setting is more important 
than leadership style. In total, ten or forty percent of all superintendents 
indicated they are more concerned with goal setting than leadership style. 
Of those superintendents who chose leadership style (fifteen or sixty per-
cent) only one respondent felt he was forced to elicit a response chosing leader-
ship style over goal setting as more important in his role as superintendent. 
Five, or twenty percent or the total respondents from the two groups combined, 
elicited a forced choice, while the majority accepted the distinction between the 
two functions voluntarily. The apparent objection to this distinction possibly 
indicates confusion or uncertainty as to their leadership role. 
:Even though less than half the superintendents subscribe to a more responsive 
self-concept, those that define their roles in active terms constitute a significant 
minority. '!his distinctiJn seems to be a critically important part of the new-
breed rhetoric. Even though some superintendents questioned the validity of a 
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real distinction between leadership style and goal setting, as two separate 
acministrative functions, all superintend~nts appear to be in a~reement that both 
.functions are important elements of a superintendent's role as an administrator. 
The disagreement was not over concepts, but over the separability and priorities 
of the concepts. 
Hypothesis II 
Superintendents selecting leadership style over goal setting possess 
a higher degree of cognitive perception of their leadership process, within 
a dimension that ranges from benevolent authoritative to consultative, in 
their interaction with school board members, principals and staff, teachers, 
parents and community. 
'fhis hypothesis concerns itself with the Group A superintendents' leadership 
processes and dimensions within which they perceive the types of processes they 
employ most of the time in their interaction with the reference groups in this 
study. The analysis of Group A superintendents• responses, presented in summary 
form in terms of frequencies anc percente for each dimension along the 
continuum,3 indicates that 74.93 percent of the responses fell within dimensions 
that range from consultative to group participative. 
out of a maxitmlm total of 375 responses, twenty four or 6.40 percent appear 
in the authoritative exploitive dimension and seventy or 18.67 percent appear in 
the authoritative benevolent dimension of leadership processes. Therefore, about 
cne fourth, or 25.07 percent, of the responses represent the Group A superintendents' 
cognitive perception of authoritative leadership processes. 
There appears to be a greater degree of self-perceived leadership processes 
within dimensions that range from consultative to group participative rather than 
3see Table 12-1 on page 26la 
r 
303 
the range stated in the hypothesis. Therefore, based on the analysis of 
accumulated data, this hypothesis is rejected. 
The small but significant minority of self-perceived authoritative 
e~-ploitive leadership style responses tends to indicate that: (1) some superin-
tendents have no confidence in the board's budget decisions anc have very little 
communication and interaction with the board on the subject of improving adminis-
trative techniques and developing a competent school staff; (2) some superin-
tendents have no confidence and trust in teachers• budget recommendations; 
evaluate their teach6rs as feeling very little responsibility for improving the 
quality of teaching; anc have little interaction with teachers on policy formula-
tion; (3) some superintendents have no confidence and trust in parents nor do they 
interact much with parents on matters of budgets, improving the quality of teaching, 
school discipline and curricular innovations; and (4) some superintendents feel 
that the community, in general, feels very little responsibility for improving 
the quality of teaching. 
About three fourths of Group A superintendents indicate that all groups 
should be involved consultativel:y and participatively in developing and establish-
ing budgets, planning programs for improving the quality of teaching, developing 
policies, and assisting in the development of curricular reforms. The superin-
tendents are aware that there will be greater demand for active teacher participa-
tion in budgets, policies, teaching techniques anc curricular innovations. '!bat 
is why some superintendents are lolorking vigorously to establish councils and 
committees through which the teacher's voice can be heard. Most of the superin-
tendents also realize that the communication void between their office and 
parents uust also be fi:led by invoking more parent involvement in school matters 
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other than bone and tax referendums. 
Hypothesis III 
Superintendents selecting goal setting over leadership style possess 
a higher degree of cognitive perception of a participative leadership 
process in their interaction with school board members, principals and 
staff, teachers, parents and comllnlllity. 
This hypothesis implies that most of the goal selectors utilize the 
participative group style of leadership most of the time. Although the data in-
dicate that 38.80 percent of the responses of goal selectors, as compared with 
26.LO percent of the leadership style selectors• responses, point to a self-
perceived participative group leadership process, the evidence is insufficient to 
support this hypothesis. In their interaction with school board members, 
principals and staff, most of the leadership style selectors perceived a par-
ticipative group style of leadership most of the time, but their perception of the 
leadership process ~ith the remaining interaction groups fell on other dimensions. 
Table 12-1 on page 261a shows that fifty percent of the responses lie in 
the participative group dimension when superintendents interact with board members 
on selected issues, and sUcty-eight percent of the responses lie in the same 
dimension in the interaction with principals and staff. However, the greatest 
frequency and percent of combined responses, the highest mean of all combined 
responees, and the mean converted to a score indicate that the overall leadership 
process of the B group is consultative. Nearly half of the combined responses 
fell on this dimension. The mean of all responses indicates a consultative rather 
than participative group style, because self-perceived leadership processes in 
interaction with teachers, parents and community fell in dimensions which range 
from authoritative exp~oitive to participative group. The frequency of point 
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values in the authoritative dimensions placed the average of all point values 
combined below the participative group dimension. 
The frequency and percent of Group B self-perceived authori tat"lve leadership 
processes are substantially lower than for the Group A leadership style selectors. 
ooth groups indicated nearcy the same percent of responses in the consultative 
dimension. The B group appears to have a stronger propensity towards the 
participative group leadership process, but not strong enough to produce evidence 
to accept this hypothesis. Therefore, this hypothesis is rejected. 
Hypothesis rv 
Both groups of superintendents, those placing priority on leadership 
style and those placing priority on goal setting, possess a cognitive 
perception of their leadership processes, which rarely operates in the 
exploitive authoritative dimension in their interaction with school board 
members, principals and staff, teachers, parents and community. 
An analysis of cumulative data on the aggregate responses supports this 
hypothesis. Only 6.LO percent of the Group A responses and an insignificant 2.80 
percent of the Group B responses, or less than S.oo percent for the two groups 
combined, fell into this category. 
For the most part, superintendents agree that it is not necessary to practice 
a leadership process which tends tO'Wards imposition and domination in the attain-
ment of some pre-determinec goal. It can, therefore, be concluded that, in 
general, very :rarely do superintendents, as a group, elicit obedience to directives, 
use fear as a motivating practice, exhibit absolutely no confidence in interaction 
groups, and operate in a downward communication mode. Those who perceive an 
authoritative exploitive leadership process appear to utilize it with parents and 
teachers most of the time, and sometimes with agencies and representatives of the 
commni ty at large. 
r 
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The rarely self-perceived practice of the authoritative exploitive 
leadership process appears to be attributed to those superintendents who are 
frUStrated in their efforts to improve the quality of teaching, to develop 
curricular innovations and to obtain additional funds to implement new programs 
and facilities. They feel that parents, teachers and, to a small degree, the 
comnunity are not responeive to these needs. 
Based on the results of the interviews and data accumulated from the 
questionnaire, this hypothesis can be accepted. 
Hypothesis V 
Superintendents• cognitive perception of leadership style varies on 
each relevant dimension of leadership processes, ranging from exploitive 
authoritative, benevolent authoritative, consultative, to participative, 
depending on their inter8ction with school board members, principals and 
staff, teachers, parents and coml\'lllnity. 
The hypothesis implies that which is apparent from the analysis or the data 
presented in this study. Evidence collected tends to support the hypothesis. 
The only visible exception to the exploitive authoritative leadership process is 
the principals and staff interaction group. None of the responses from both 
groups indicated a self-perceived exploitivs authoritative leadership process with 
this interaction group on any issue. Group B responses also excluded school board 
members from this leadership style dimension. 
As was stated previously, the collected data show that 4.96 percent or the 
combined responses fell on the authoritative exploitive dimension ll?ld 14.72 per-
cent or the total responses for both groups fell into the benevolent authoritative 
dimension.u Those superint9ndents who selected these responses, reflecting an 
4see Table 12-3, "Combined Groups," on page 261 of this study. 
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authoritative leadership process, need to work on gaining a uutually supportive 
attitude from parents. 'Ihey should inculcate a feeling of responsibility in 
teachers for improving the quality of teaching. They should increase and improve 
the amount or interaction and communication with parents, teachers and community. 
They should etrive for a more friendly interaction, built on mutual confidence 
and trust, with teachers, parents and community by invoking the participation and 
involvement of these interaction groups in establishing educational goals and 
programs. 
'!he problem appears to be more in the direction of these three interaction 
groups {parents, teachers and community) and gives some indication of a polariza-
tion between the administrative structure and these groups. The role of the 
teacher in relationship to parents, community anci the administrative structure 
requires extensive study and evaluation. 
Hypothesis VI 
Both groups, the goal selectors and the leadership style selectors, 
do not perceptually adhere to the traditional theory or a "democratic" 
or participative leadership process at all time. 
Cklly 31.36 percent of the total combined responses fell into the par-
ticipative group leadership process dimension. The evidence collected supports 
this hypothesis. 
In order to equate the concept of participative group leadership process 
~1th a democratic leadership process, it must be made clear that the term 
democracy is not being used to denote a libertarian type of democracy which 
abdicates total responsibility over the administration ot schools to the total 
~rdm and consensus of the public at large. On the contrary, statutes have vested 
the district school board with the responsibility of employing a superintendent 
b 
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nwho shall have charge of the administration of the schools under the direction 
of the board of education."5 IAities of the district school superintendent are 
outlined in Article 10, Sec. 10-21.L as follows: 
In addition to the administrative duties, the superintendent shall 
make recommendations to the board concenling the budget, building plans, 
the location of sites, the selection of teachers and other employees, the 
selection of textbooks, instructional material and courses of study. 
The superintendent shall keep or cause to be kept the records and 
accounts as directed and required by the board, aid in making reports 
required of the goard, and perform such other duties as the board may 
delegate to him. 
By virtue of the above statute, the superintendent is charged with 
responsibility and accountability to the school board anc the community to carry 
out hie administrative function. He must initiate programs and plans for the 
better well-being of the pupils which his district serves. In his interaction 
with people, it appears that it would be rather difficult and impractical to wait 
for common consensus en all decisions before the superintendent can act. 
Leadership that places major emphasis on developing people and on maxillllm 
involvement and participation in developing plane and programs is participative 
group and, in this sense, democratic. Sometimes superintendents, as professional 
leaders, dictate too much while others tend to carry out only what the people 
want. The good professional leader indulges in neither of these two extremes; 
he involves the people bJ appealing to their feeling or responsibility for their 
own affairs. 
5school Code of Illinois, compiled by N. E. Hutson, Legal Advisor. "Article 
10, School Boards,ff Sec., 10-21.4. Issued by The Office of the Superintendent 
or Public Instruction, State of Illinois (Springfield, 1968), p. 98. 
6Ibid., pp. 9b - 99. 
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Democratic leadership requires a faith that people ~ill respond when given 
the opportunity, the responsibility and the information. At times, when the 
process of involvement is too slow, a leadership style other than participative 
group may tend to develop people in the interaction groups and it may assure 
group action which otherwise could not be achieved. Consequently, the following 
principles proVide direction to the leader in understanding his role and relation-
ahip to the interaction groups: 
Each member of the group has contribltions which he can make to 
the group. 
People who have the opportunity to participate in making decisions 
that affect their well-being are likely to act in accordance with the 
decisions made. 
Leadership is most effective when it is group-centered rather than 
centered in the status leader.7 
Group centered leadership may start at any point on the contirmum of leader-
ship process dimensions. Emergent leadership attempts to bring along the group 
tawards and into the stream of a democratic leadership process through the various 
operating processes which are related to the operating characteristics borrowed 
from Likert•s System l to System 4 model. The type of leadership process 
perceived by superintendents is dependent upon the interrelationship of all these 
variables with the interaction groups and the issues on which the superintendent 
and the groups interact. 
An analysis of the data collected proVides evidence that both groups of 
superintendents do not perceptually adhere to the traditional theory of a 
democratic or participative group leadership pro9ees at all times. This 
hypothesis is, therefore, accepted. 
7R. w. Montgomery, "Leadership, Democracy and Vocational Education," 
American Vocational Journal, XLI (December, 1966), pp. 11-13. 
-- -
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Recommendations 
A critical factor in each of the superintendent's expanding roles that have 
been discussed is the superintendent's leadership process which would integrate 
the .f'unctions of the interaction groups with the functions of the chief school 
administrator. There is growing evidence that attempts to improve coordination 
in highly !'unctionalized organizations by working towards the employment of the 
System 4 leadership process, namely, participative group or democratic, are 
yielding success.f'u.l results in industry and government agenciee. 8 
The implementation of the mechanics for progressing towards an emergent, 
participative group leadership process generally begins with the appointment cf 
cross-function committees. The committees consist of one or more persons from the 
varioue interaction groups operating within an organizational structure. By means 
of this operational device, planning for each phase or the leadership process can 
proceed smoothly from one dimension into the next. 
The activation of committee and/or council arrangements will or itself be 
ineffective unless the members of those committees and councils are trained, 
educated, informed and made knowledgeable in the specific areas requiring con-
crete and affirmative programs aimed at solVing problems and achieving goals. 
It is important, therefore, that the use or group interaction processes should 
be backed up by informal training sessions to help improve the coordination of 
all interaction groups. 
At times the use of an informal process may be at odds with the formal 
structure and operating procedures of the school district. Each time a situ&tion 
SLikert, The Human Organi2ation, P• 18). 
I 
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such as this occurs, the superintendent's leadership ability is put to a test. 
While he may be employing the consultative leadership process with committees 
and councils in the informal sense, and in an attempt to draw an interaction group 
towards the System 4 process, he may have to engage in a man-to-man System 2 
benevolent authoritative process with the interaction group operating within the 
formal structure and in a formal manner. 
Unfortunately, many efforts at coordination turn out to be largely piece-
meal and represent only a partial use of an important leadership procees insight. 
Committees and councils can turn out to be, at best, ad hoc arrangements involving 
trial-and-error attacks on problems. For example, ad hoc procedures, such as, 
uti U2ing a parent group to grapple with the issue of sex education, would not 
spread rapidly under a total System 2 (benevolent authoritative) leadership 
process, because they would be in violation of System 2 organizational principles. 
Other interaction groups, haVing responsibility in carrying out sex education 
programs, would not be involved in the planning procedures and would become an 
anomaly in the system. 
A more effective and more permanent solution is to change the underlying 
system, so that the particular procedure and the excluded interaction groups would 
not be an anomaly. Rather than operating 'With two or more interaction groups 
separately, all groups should be drawn into the process by being a part of a 
congenial system. The superintend~nt may start with a benevolent authoritative 
leadership process in his interaction with the teacher group, while he is already 
employing a consultative 'tyle with parents and a participative group style with 
pr:tncipals and staff, but he should strive.towards an eventual focus or the three 
systems into a System 4 participative group leadership process. The 
,! 
I 
I 
I 
', 
I 
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euperi.ntendent may begin lili th a multiple Vision of leadership process dimensions, 
but he should work with all his interaction groups to achieve efficient coordina-
tion of all groups into System 4, as the formal system for all his operating 
procedures. 
'!be use of the above theory implies an approach which must have continuity, 
sequence and integration. 'Ibis integrated approach takes action at all points 
\.:here it is required and can achieve better overall results in much lees time 
than piecemeal trial-and-error solutions. 'lbe superintendent• s intent on each 
action taken should be to lead all interaction groups towards the participative 
group dimension, even though, initial~, he may decide that it is necesBary to 
use a leadership style in any one of the other three dimensions. 
Likert•s theory suggests that there is a hierarchical structure of leader-
ship processes. The superintendent ehoulc make an evaluation of the inter-
relationships betlleen issuee, interaction groups, and the operational character-
istics to determine what leadership style to use with each group. Then, he should 
take action at all relevant points to be sure that the most effective interaction 
processes are being used. He should proceed with each interaction group from one 
level of the hierarchy of leadership processes to the next, in an attempt to 
coordinate all interaction groups under one leadership process, namely, the 
participative group. 
Specific Recommendations 
Towards an Emergent Leadership 
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As a result of this study, the following recommendations are made: 
1. f3uperintendents shoulc become familiar with the operating character-
istics for each dimension of the leadership processes, so that they can utilize 
the leadership processes that are appropriate to their own unique circumstances 
in their relationships with specific interaction groups. 
2. euperintendents shoulc formulate a cooperative plan calling fer com-
mittees and councils whose membership would consist of board members, adminis-
trators and staff members, teachers, parents and community representatives, so 
that the most productive organizational framework co~ld be developed. This 
organizational framework would serve as the formal system through which all groups 
might work together as a team in order to provide the best possible educational 
program for children whc attend the superintendent's schools. 
). Board members, superintendents, school administrators and staff should 
collaborate with teachers, parents anc coUl!1Ullity, through established councils 
and committees, to conduct formal and informal orientation programs to familiarize 
the interaction groups with the elements of the issues in question. Depending 
on the group, the superintendent should utilize one or more of the following 
techniques: (a) problem solving conferences, (b) conferences, (c) coaching 
process, (d) workshops, (e} case study method, (f) lectures, (g) seminars, (h) 
meetings anc discussions, (1) counseling, (j) consulting, (k} study groups, (1) 
classroom observations, and (m) printed material, such as, newsletters, bulletins, 
news releases, etc. 
4. superintendents should establish a Curriculum Council to facilitate a 
program of curriculum development and educational planning. 
r 
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5. Teacher Welfare Councils should be established to facilitate discussions 
regarding concerns of teachers related to their professional eq:iloyment. 
6. A Finance Counci 1 should be established to involve all segments of the 
school district in the development of the instructional budget for the district 
schools. Procedures should be established for involving school board members, 
principals and staff members, teachers, parents and community representatives. 
This council wi 11 review budget requests and establish priori ties in consideration 
of finances available in the instructional budget. 
7. In View of their professional interests and for the purpose of instilling 
in them a feeling of responsibility for the quality of teaching, euperintendente 
should involve teachers in decision making related to student welfare, educational 
progral1lllling, selection of materials, personnel welfare, and financial budgeting 
as it relates to the instructional progr81Tl. 
B. Fiscal responsibility is a concern of teachers, administrators, board 
roembers, parents and community. Finanoia l expenditures should not be determined 
by income available, nor sh<:>uld expenditures rise to meet income. F.ather, educa-
tional needs and program requirements should be determined and finances should be 
allocated to meet as many of these needs as possible. It is recognized that all 
needs may not be met due to financial limitations. Involvement and participation 
of all interaction groups should be encouraged through the Financial Council and 
its committees. 
9. Parents and col11l1111Ility representatives should be involved in discussions 
concerning teaching techniques and curricular reforms in order that they may 
become more knowledgeable about the more professional functions of the teaching 
process and so that they may attain a better understanding of one or the more 
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important educational functions for which their tax collars are being epent. 
lOG Since the major problem confronting the superintendents is the avail-
ability of funds to maintain and improve educational facilities and programs, it 
is recommended that superintendents should exercise a great deal of their j.nter-
action influence, utilizing the suggested councils and coumittees, as communica-
tion channels, to gain community support for passage of the recent, most inno-
vative addition to the proposed new Illinois constitution, namely, the state's 
first local government or home rule article. 
During the Constitutional Conventional, one state official remarked that 
Illinois "has to be the most over-legislated state in the Union. "9 Looeening the 
legislature's reins on local governments woulc end the need for cities and 
counties to go to the legislature "hat in hand" each time they want to finance a 
new project for health, safety and educational reasons. Under the proposed 
Constitution, about fifty-two municipalities would be eligible for automatic home 
rule, including more than thirty Chicago suburbs. Municipalities of more than 
25,000 population would get automatic authority to levy tmces, license for 
regulation, and incur debt, all without legislative permission. Smaller suburbs 
could gain home rule through referendums and aizy municipality could reject home 
rule, also through referendums. 
Municipalities would be permitted to levy taxes on tobacco, alcohol, mort-
gage, stock transfers, commodities, amusement, inheritance, corporate franchises 
and priVileges. Cities, for the first time, would also be permitted to issue 
9 ''Home Rule Would 01 ve Broad Powers to Ci ties," Chicago Tribun!J.' Sunday, 
Nov. 22, 1970, Sec. I, p. 7. 
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tones payable from property tax "11 thout referendum approval. The present 5 
percent debt limit woulc also be eliminated.10 
Incorporating the above provisions into an F.ducation Jrticle of the ne-w 
Illinois Constitution could result in a most progres~ive expression of :f'unda-
mental school policy in a state constitution, since it ~ould proVide for a 
sufficient delivery of educational services for school children and lead to 
substantial relief for the local property taxpayer. The inefficiencies in school 
finance policy which have been created by our inflexible and unwieldly 1870 
Constitution would be terminated by the passage of the E:cucation Article. 
The unreasonable school debt limit of 5 percent and an irresponsible, 
regressively operating real property tax ~hich pays for more than half of local 
school costs has increased the local tax burdens for homeowners. The state, 
~hich now pays 38 percent of local school costs, would pick up over 50 percent 
of the tab if the 1970 Constitution is approved, according to Constitutional 
Convention President, Samuel W. Wi twer. 11 It is expected that the new provision, 
if passed, will assure lonrr overdue relief for homeo-wners presently strapped with 
slcy-rocketing property tax bills. 
The 5 percent limit, written into the 1870 Constitution, has forced many 
school districts, particularl)i in Northern Illinois, to split off into two 
separate districts so they can double their borrowing po~er. This has increased 
llncon-Con President Pushes Education Article, 11 The Press (Chicago: 
Ncrthloiest Side ?ublication, Marian 8teinman, Publisher; 4941 Mil'waukee Avenue), 
November 26, 1970, p. S. 
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school administrative costs and led to an expensive duplication of services.12 
The new Education Article would build a new confidence and trust bet~een 
the superintendent and his interaction groups on matters of budgets and ~pending, 
particularly in his relationships with teachers and parents. Supportive behavior, 
on matters of budgets and spending, between superintendents and teachers and 
parents, need strengthening. The Education Article can be the catalyst anc 
causal variable for improving the supportive relationships between the superin-
tendent and hie interaction groups. 11 Supportive behavior and high goals yield 
high performa.nce. 1113 
11. 'I'he primary function of the superintendent should be to set goals and 
propose programs to attain goals based on what he es a professional thinks is 
needed, and to develop these programs by invoking the involvement and partici-
pa ti on of all concerned groups ~ith which he interacts. ~econdly, the super-
intendent should attempt to translate the community's educational desires and 
objectives into programs, but only after a professional evaluation of their 
dew.ands, keeping in mind that the primary objective of all concerned should be 
the well-being and academic, physical, emotional and social growth of children. 
12. Superintendents should collaborate with the school board to devise and 
implement community relations programs geared toward communicating with the 
community and involVing the total community so that it will uncerstand the 
problems facing the schools. Employing a "Publici toT" fer this purpose is 
13rikert, The Human Organi2ati,..2!!, P• 53. 
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recommended. Superintendents have a responsibility to give all community spokes-
men the feeling that the schools do indeed belong to the community. 
Implications for Ji\lrther Study 
'Ihe momentum of social, political, technological and philosophical changes 
has placed the superintendency in a crucial position or leadership. Many demands 
are being placed on the role and function of the superintendency. Because the 
leadership role of the superintendent is being challenged on many fronts, the 
superintendent must ask himself the question of how should he behave as an 
administrator, when confronted with issues which require him to interact With 
reference groups whose presence in the educational arena 1111st be acknowledged. 
Should he react forceful~ and assert himself in his leadership role? Should he 
always set goals first and then be concerned with the leadership style he will 
use to manipulate his interaction groups in a coordinative fashion, so that all 
concerned will work harmoniouscy towards attaining established goals? 
Because superintendents realize they must strengthen their leadership role 
in order to sift through all the elements of confusion, which reins over the mix 
of all the obtrusive educational problems, involving not only the pupils but all 
those groups with which he nust interact, and because the superintendent is 
expected to establish orderly procedures for resolVi.ng these problems, the find-
ings of this study raise the following implications for further study: 
1. Have the institutions of higher learning been effective in the 
production of researchers for the field or education in the area of 
leadership processes utilization? 
2. Will graduate schools of educational administration undertake the 
project of developing programs specifically designed to produce 
r 
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competent and Vigorous leaders of clinical practice rather than 
theoreticians of leadership concepts? 
J. What is the relationship between the superintendent's self-perceived 
leadership processes on major issues and the leadership processes 
perceived by the interaction groups and ascribed by them to their 
chief school officers? 
4. Should superintendents relinquish some of the control on budget 
decisions and gain tull participation from the interaction groups in 
setting priorities for which available funds are to be spent. 
5. How should parents become more involved in the review of school 
activities? What role should parents have in the determination of 
teaching techniques, evaluating the quality of teaching and implementing 
curricular reforms? 
6. How does a superintendent build into his school district provisions 
for innovation so that all concerned can be involved and can par-
ticipate in planning and implementing the innovative programs? 
Will the provisions vary among interaction groups? 
7. Are the goal setters more adept than leadership style selectors, at 
manipulating people, by varying the leadership processes depending on 
the group with which they interact? 
8. To what extent shoulc teachers, parents and co11111uni ty representatives 
participate in the policy decision making process? 
9. When do superintendents make decisions and what types of decisions are 
superintendents required to make that would necessitate (a) group 
participation, (b) consultation and (c) self-made decisions with no 
320 
intervention from reference groups? 
10. ~hat research should be conducted to determine how goal attainment can 
be measured? F\lrther research studies should be made to determine the 
relationship between the measures of performance goals and effective-
ness of each dimen5ion of leadership process utilized with interaction 
groups to attain specified goals. 
The Institute for Social Research is working intensively to learn much more 
about the System 1 to System 4 leadership processes and the most appropriate 
adaptations for applying them in specific organizational situations.14 However, 
all the research in this area is confined to a limited number of large companies 
in widely different industries. Would that similar extensive research on leader-
ship processes were mad~ in the field of educational administration and, 
specifically, on the role of the superintendent as an educational leader! 
Perhaps another impetus in this direction with funds to be provided by a national 
foundation, as was the fortune ot educational adnx1.nistrators in 1950, could 
launch an extensive research program to study the leadership processes of school 
superintendents. 
The future of research on leadership processes is well described by 
Rensis Likert, the author or the System l to System h science-based management 
system: 
In the years ahead, management systems superior to any now envisioned 
will be developed as the science-based body of knowledge grows both in 
scope and accuracy. Additional research will contri'tute its part, as will 
more insightful and systematic integrations of research findings. Organi-
za~ions which wish to make full use of science-based management, both as 
lhukert, The Human Organization, p. 191. 
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we know it at present and as it evolves, can start now by moving toward 
something like System 4. Ettorta to move in such a direction will, of 
courae, be racili tated by reasonably full desctiptiona of the principles 
and procedures characteristic of this eyetem.l.!> 
To meet the challenges and pressures of rapidly changing times, the 
superintendent will have to be an effective leader. Today's superintendent will 
have to attune hi.a leadership process to the adm:ixture ot variables inherent 
Within a particular situation. It he begins in the authoritative dimension, he 
vill have to move rapidly f'rom the authority of' leadership by encouraging, and 
not by trying to instill f'ear in his followers J it he attempts to implement the 
innovation through the participative group process, he had better be sure that 
hie reference groups are steering in the right direction and on conrse towards 
the stated goal. OtherVise, the superintendent's leadership will be ineffective. 
At 1ome relevant point ot action, the superintendent's interaction gronps 11111st 
be heard. In cloS1ng 1 the following quotation is appropriate: 
In simple terms, the administrator is employed to be an educational 
leader. '!he acceptance or rejection of an innovation ie a leadership 
function no matter whether the idea to change comes trom the euperinten-
dent or from the staff. The age-old advice to be a good listener is as 
appropriate today as it has been in the past. Principals, euperVisors, 
department heads and teachers may have a good idea and a good reason tor 
want1Df6 to initiate an imovation in school. Their idea should be heard. 
lSLikert, 'lbe Human Organization, P• 191. 
~. P. Heller, "The Administrator and .Innovations," 'lhe American SChool 
Board Journal, CLV (Barch, 1968 ), P• 19. 
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APPT>'.NDIX A 
Questionnaire 
Section I - Background Information 
1. What 18 the higheat degree ti.t you haw obt.a1ned1 and thiver1it7 
attended? (Circle one of the following and enter name ot thiveraity') 
DeS!"!M! thiversi:!:z 
a. Bachelor 
b. Master 
c. Doctorate 
2. 1'1hat is your age? (Fill in blank) 
My age is ___ years. 
3. Please indicate living status. (Circle one of the following) 
a. Own home 
b. Rent 
o. Board 
h. How long have you been employed by your district? (Fill in blank) 
I have been employed ___ years by JUT district • 
.. -...................... --- ----- ....... -------- --- .. _ .. __ .... - -
S. How many years have you been a superintendent? (Fill in blank) 
a. In your district years. 
b. In other districts years. 
c. Total years ae superfi'itendent yea.re. 
------------------------------------------6. Number three {11 2, 3 1n order or importance) that beet characterise 
your role as superintendent. 
Coordinator and facilitator 
Business Executive 
Teacher 
Consultant and advisor 
Salesmn 
"'olitician 
'!iflforcer 
"Pusher" for change 
..... --....... --- - -- .... - .. -- ..... - ........ - -....... - ...... --- ...... 
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Section II - F..ole Selection 
1'h1a Section makes a distinction between those superintendents who 
place a prioriv on leadership svle and those who place a priorit;r on goal 
setting and attainment as more important in their role as superintendent. 
To clar11)' the distinction, style or innuence (leadership style) 1a to 
be considered as an attitude, on the part of the chief school officer, ot 
wrld..ng toward obtaining cooperation and consensus among the various inter-
action groups, accepting the consensus, translating the concepts expressed 
by these groups into objectives, and f'inally1 implementing these objectives into programs. 
A goal oriented chief school officer takes the initiative to develop 
goals and objectives, projects these goal.a and objectives to1fards the various 
groups with ldd.ch he interacts, and solicits their cooperation to implement 
programs designed to achieve the goals and objectives. It is a di.fference 
between (a) accepting ideas and desires from other people, and (b) developing 
your own ideas on educational needs for implementation through the interaction 
groups. 
In a further attempt to clarif)' this distinction, it is a di.fference 
between (a) implementing what others think is good for the educational system, 
and (b) what 7001 as chief school officer, think is good for the qatm. 
Wb:lch of these two do 70u consider more important in )'Wr role as super-
intendent? Select one by placing an "x" in the bolt oppoei te your choice. 
1. Using style ot inf1.uence in order to obtain cooperation and D 
consensus among school board members, principala and start 
teachers, parents and COJl'llllln:1tyJ and translating their educa-
tional desires and objeotlTeS into programs. 
2. Develop:lng programs based on what you think is needed to D 
achieve goals and objectives. 
Section llI - Self..perceived Leadership Processes 
The •Y a Superintendent gets a job done may be described b.Y hie pro-
fessional style. This section deals with questions of this kind. en the 
lines below each operational variable of the questionnaire, please place an 
"x" at the point which, in your eatiation, best describes 70Ur operational 
process to•rda the person or group w1 th which you are dealing. Treat each 
item as a contlnuooa variable from the extreme at one end to that at tl'a 
other end. Also, state the reason for your particular choice. 
1. In ~our dealings with School Boa rd Members : 
OQerating Characteristics 
a. Extent to which I have con-
fidence and trust in their 
decisions on budgets. 
b. Amount of interaction & 
communication aimed at 
improving administrative 
techniques. 
c. Extent to whf ch my motives 
conflict with or reinforce 
one another in written board 
policies. 
d. Manner in which I set pro-
grams to achieve curricular 
i nnova ti ons. 
e. Amount & character of inter-
action with Board on policy 
matters. 
Have no confidence 
and trust. 
,\ 
Much. 
LL 
Marked conflict re-
ducing support of 
policies. 
Li_ J 
Goals and programs are 
established by Board 
participation. 
Little and always 
with fear. 
Operating Processes 
Have condescending 
confidence & trust. 
l I 
Quite a bit. 
Conflict often exists 
but occasionally will 
reinforce my motives. 
Goals and programs are 
set after discussion of 
problem & planned 
action. 
J_ 
Little, with some 
condescension & 
caution. 
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Substantial but not 
complete; still wish 
to keep control of 
decisions 
Little. 
Some conflict, but 
often will reinforce 
my motives. 
Bulletin issued, 
onportunity to com-
ment may or may not 
exist. 
Moderate and often 
with fair amount of 
confidence & trust. 
Complete confidence 
and trust. 
Very little. 
Motives generally enfor-
ced in substantial and 
cumulative manner to 
support policies whole-
heartedly. 
Bulletin issued to Board~ 
Extensive, friendly 
with hiqh deqree of con-
fidence & trust. I 
I 
Item # 
2 
3 
4 
5 
2. In Your Dealinqs with Principals and Staff: 
02eratinq Characteristics 
a. Extent to which I have confi- Comp1ete confidence 
dence & trust in their reco- and trust. 
mmendations on budgets. 
b. Amount of responsibility felt Very little. 
by principals & staff for im-
proving quality of teaching. 
c. Amount of interaction and com- Much 
munication aimed at improving 
administrative techniques. L __ ~. 
d. Little and always 
with reservations. 
Operatinq Processes 
Substan:ial but no: 
co~nlete; still wish 
to keep control of 
decisions. 
Some. 
Quite a bit. 
Have condescending 
confidence & trust. 
Substantial portion. 
Little. 
Have no confidence & 
trust. 
Real resoonsibility 
& motivated to imple-
ment tecliniques. 
Very 1 ittle. 
Little. with some Moderate and often Extensive, friendly 
condesc~nsion and with faint amount of with high di::gree of con-
Amount & character of inter-
action-influence on policy 
matters. cautior. confidence & trust. fidence and trust. 
L_,_f ___.__~l _LJ__,_l ____,____.___,______,____,__,______.____.___.__.___..___.___t · 
e. Manner in which I set pro-
grams to achieve curricular 
1 nnova ti ons. 
Goals and programs are 
established by staff 
participation. 
Goals <''Hl proqrarns are 
set af1~r discussion 
of protlem and planned 
action. 
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Bulletin issued, 
opnortunity to 
comment may or may 
not exist. ·· 
Bulletin or memo issued. 
Item # 
5. 
7. 
8. 
9. 
10. , 
3. In your dealings with Teachers: 
Operating Characteristics 
a. Amount and character of inter-
action with teachers on policy 
matters. 
b. Manner in which I set pro-
grams to achieve curricular 
innovations. 
c. Extent to which I have con-
fidence & trust in their 
recorrrnendations on budgets. 
d. Amount of interaction and 
communication aimed at im-
provi~g relationships between 
teachers & administrators. 
e. Amount of responsibility 
felt by teachers for im-
proving quality of 
teaching. 
Extensive, friendly 
with high degree of 
confidence & trust. 
Bulletin issued. 
Have no confidence 
and trust. 
1. j. 
Very little. 
Real responsibility 
and motivated to im-
plement techniques. 
Operating Processes 
Moderate and often 
with fair amount of 
confidence & trust. 
Bulletin issued, 
opportunity to com-
ment may or may not 
exist. 
Little, with some 
condescehsion and 
caution. 
Goals and programs 
set after discussion 
of p'roblem & planned 
action. 
Have condescending Substantial, but not 
confidence & trust. complete; still wish 
to keep control of 
I. decisions. I, I - j, I I . _ 
Little. 
Substantial 
portion. 
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Quite a bit. 
Some. 
Little and always 
with reservations. 
Goals and programs 
established by teacher 
participation. 
Complete confidence 
and trust. 
Much. 
Very little. 
l 
Item # 
11. 
12. 
13. 
14. 
15. 
r 
I 
4. In lour dealings with Parents: 
02eratin9 Characteristics 02eratinq Processes Item # 
a. Amount of responsibility Very little. Some. Substantial Real responsibility 
felt by parents for im- portion. and motivated to 
proving quality of teaching. support proqrams. 
16. 
b. Amount & character of inter- Little and always Little, with some Moderate and often Extensive, friendly 
action with parents on with reservation. condescension and with fair amount of with high degree of 
matters of discipline. caution. confidence & trust. confidence & trust. 
I 17. 
c. Manner in which I set pro- Goals and programs Goals and programs Announcement made, Announcement made. 
grams to achieve curricular established by parent set after discussion opportunity to com-
innovations. group participation. of problem & planned ment may or may not 
action with parents. exist. 
18. 
d. Extent to which I have con- Complete confidence Substantial, but not Have condescending Have no confidence 
fidence & trust in their and trust. complete; still 'wish confidence & trust. and trust. 
recorrrnendations on how tax to keep control of 
money is to be spent. decisions. 
19. 
e. Amount of interaction & Much. Quite a bit. Little. Very little. 
communication aimed at 
·gaining their understanding 
of school problems & progress. 
L I 20. 
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5. In your dealings with the Community: 
·operating Characteristics 
a. Amount of interaction & 
communication aimed at 
keeping community infor-
med of school problems 
and progress. 
b. Amount·of responsibility 
felt by community to im-
prove quality of teaching. 
c. Amount and character of 
interaction with influ-
ential people in corrmunity. 
d. Manner in which I encourage 
improvement in school-com-
munity relations. 
e. Extent to which I have 
confidence & trust in their 
votes cast for bond issues. 
Very little. 
Real resronsibility 
and motivated to 
support programs. l_J ~ I I 
Little. 
Substantial 
portion. 
Operatino Processes 
Quite a bit. 
Some. 
Extensive, friendly Moderate and often Little, with some 
with high degree of with fair amount of condescension and 
Much. 
Very little. 
Little and always 
with reservation. 
. l 
I 
confidence & trust. confidence & trust. caution. ~-__.l~~l~~'~~l~_._____._~_.___...~·~I~_.__,_~_.__._~_.___._~_.___,_~.__~ 
Consult no community 
agency directly. 
Consult selected com- Consult all aqencies Consult & establish pro-
munity agencies. for discussion of grams & planned action 
directly. problems & goals. with community aqencies. 
l _ ___.____.____.__~_..__,____,_--1-__.___.___,______,_--'--~-'-'-----'--I __._l __.__I ___,_I ~l 
Have no confidence 
and trust. 
Have condescendinq 
confidence & trust. 
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Substantial, but not 
complete; still wish 
to keeo control over 
my decisions. 
Complete confidence & 
trust. 
-~---- ~------~-· -·=---~· ~~======~~~~~~ 
Item ~ 
21. 
22. 
23. 
24. 
25. 
APPENDIX B 
THE "t" TEST OF A DIFFERENCE BETWEEN MEANS OF RESPONSE 
SCORES REPRESENTING MEASURED SELF-PERCEIVED LEADERSHIP 
PROCESSES SELECTED BY GROUP "A" AND GROUP "B" SUPERINTENDENTS 
The purpose of computing l. scores was to determine the significance of 
differences of mean scores obtained for the two groups of superintendents for: 
1. each operational characteristic of which there are twenty-five; 
2. a combination of all five operational characteristics studied 
for each interaction group of which there are five; 
3. a combination of all the operational characteristics for all 
five interaction groups. 
Fisher's !. formula for testing a difference between means, when means 
are uncorrelated, was used: 
t ... 
where: M1 and M2 • means of Group A and Group B samples. 
z x21 and "[ x22 • sums of squares in the two samples. 
O_perations 
1. There are five interaction groups: 1, 2, 3, 4 and 5. 
2. For each interaction group, there are two groups of superin-
tendents representing two distinct and characteristically 
different groups. In other words, they are represented as 
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3. Within each interaction group there are five operational 
characteristics, designated as 1-(a), 1-(b), 1-(c), 
1-(d), 1-(e); 2-(a), 2-(b), 2-(c), 2-(d), 2-(e), etc. 
4. For each operational characteristic (1-(a), 1-(b), 1-(c), 
etc.) the number of observations for x1 • 15; for x2 • 10. 
The "N" for these two groups is held constant for each of 
the operational characteristics in all of the five inter-
action groups. Therefore, twenty five differences between 
mean scores of self-perceived leadership processes were 
computed. 
5. Arrays of scores for x1 and x2 were listed. The following' 
mathematical operations were performed: 
(a) Find M1 of scores for x1 by adding fifteen scores 
for each operational characteristic and dividing 
by N • 15. 
(b) Find M2 of scores for x2 by adding ten scores a. 1id di" ;d ''"'9 
by N • 10. 
J 
(c) Compute the difference between each of the scores 
and the mean of scores for x1 and x2• 
r 
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(d) Square the differences between each of the scores 
and the mean for x1 and x2• 
(e) Add the squares of the differences. 
(f) Enter the above statistics into the formula and 
complete the mathematical computations. Divide the 
difference of Mi and M2 by the square root of: 
The sum of the squares of the differences 
between scores and the mean of x1 , plus the 
sum of the squares of the differences between 
scores and the mean of x2, divided by N1 plus 
N2 minus 2, and multiply the result by 
(~1+~2) 
(g) The above operations were repeated for all twenty 
five sets of x1 and x2• 
6. The operations described in number (5) above were repeated for 
all scores obtained for the five operational characteristics 
and for each interaction group to determine the significance 
of the difference of means for all characteristics combined 
and by interaction group. There are 75 scores in group x1 
and 50 scores in group x2• This was done for all five groups 
separately. 
7. The final operation combined all scores of all five inter-
action groups for x1 and x2• Total scores for x1 • 75 x 5 • 
375 scores; for x2 • 50 x 5 • 250 scores. The same mathe-
matical operations were performed for the 375 scores and the 
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250 scores, as described in paragraph (5) above, in order 
to find the !. score to test the overall difference between 
the two groups. 
8. The significance of the difference between means of scores 
was determined from the table of !. ratios for varying 
degrees of freedom. The dagrees of freedom for each of the 
three operations are given below: 
(a) For each operational characteristic: 
(b) For all operational characteristics in 
each interaction group: 
(c) For all operational characteristics 
combined for all five interaction 
groups: 
23 df. 
123 df. 
623 df. 
The significant values at the .OS level and at the .01 
level for the above degrees of freedom are as follows: 
23 df. 
at .OS level t score • 2.069 
at .01 level !, score 
- 2.807 
123 df .=.. 
at .05 level t score • 1.980 
at .01 level !. score • 2.617 
62 '.Ll!!.:.. 
at .os level !. score • 1.964 
at .01 level t score • 2.585 
Table 23 on the following pages contains the differences between 
means and scores, and the !. scores for all items in the questionnaire, treated 
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individually, combined for each interaction group and for all interaction 
groups combined. 
r 
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TABLE 23 
DIFFERENCES BETWEEN MEANS AND SCORES, AND !, SCORES 
FOR ALL ITEMS IN QUESTIONNAIRE; 
GROUP "A" COMPARED WITH GROUP "B" 
School Board 
-Item Difference: m Difference: S "t" Score 
1-a 0.67 0.13 0.598 
1-b 2.83 0.65 2.539 
-1-c 0.13 0.03 0.064 
1-d 2.14 0.43 2.419 
1-e 1.43 0.29 1.291 
Total 1.44 0.29 2.187 
Princi_.2.als and Staff 
-· 
-Item Difference: m Difference: s "t" Score 
-~ .... 
2-a 1.50 
-
_o. 30 1.487 
-2-b 1.17 0.23 0.942 
2-c 0.50 0.10 0.475 
-2-d ~..!J_Q_ 0.26 1.155 
2-e 1.00 0.20 1.120 
Total 1.09 0.23 2.026 
Teachers 
--· 
-
-Item Dif ference: m Difference: s "t" Score 
-
2.13 0.43 I 1.215 
---
>-· 
I :: 2. 341 3.80 0.76 
-1.40 0.28 1.194 
·-
_0.87 ____ 0.17 0.672 
3-a 
3-d 
3-e 1.97 0.39 1.401 
Total 2.03 0.41 2.888 
Item 
4-a 
4-b 
4-c 
4-d 
4-e 
Total 
Item 
5-a 
5-b 
5-c 
5-d 
5-e 
Total 
..... A ... --
-Difference: m 
- 0.50 
0.70 
0.67 
3.13 
0.90 
--
_1.17 
TABLE 23 
Continued 
Parents 
Difference: 
- 0.10 
0.34 
0.13 
0.63 
--
.._ 
0.18 
0.23 
-
Community 
Difference: m Difference: 
1.44 0.29 
1.09 0.23 
2.03 0.41 
-1.17 0.23 
1.05 0.21 
1.36 0.28 
s 
s 
Consolidated - Groups I~V 
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"t" Score 
0.322 
0.966 
0.705 
2.303 
0.630 
1.636 
--
"t" Score 
0.323 
1.102 
0.056 
1.805 
0.897 
1.582 
l-~~~-~--1_._3~---o_.2_1 ________ 4_.2_s_o ____ ] 
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Significant Differences Between 
Group "A" and Group "B" Superintendents 
When considering singular operating characteristics and the means of 
scores representing the point values chosen by both groups of superintendents 
on the scale of leadership processes for these operating characteristics, 
the .! scores indicate that Group A and Group B superintendents differ sig-
nificantly on the following items: 
1-(b) In their interaction with 
School Board members, both 
groups differ significantly 
in the extent to which their 
motives conflict with or re-
inforce one another in 
written board policies. 
There appears to be less con-
flict between Group B super-
intendents and the school board 
than between Group A superinten-
dents and the school board. The 
B group indicated that they 
support board policies to a greater 
extent than the A group. 
The amount and character of inter-
action with the Board on policy 
matters is more extensive and 
with a greater degree of confidence 
and trust on the part of Group B 
superintendents than that of the 
A group. 
Group B superintendents differ 
significantly from Group A on 
the amount of responsibility felt 
by their teachers for improving 
the quality of teaching. Group B 
superintendents view their teachers 
as feeling much more responsibility 
and motivation than do the Group A 
superintendents to implement improved 
teaching techniques. 
Level of Significance 
.OS 
(2.069 L.. 2.539 L..2.807) 
.os 
(2.069.L:2.419..6:2.807) 
.os 
(2.069.:f:2.341~2.807) 
4-(d) In their interaction with parents 
on matters of school discipline, 
the interaction influence of 
Group B superintendents is more 
extensive, friendly and with a 
higher degree of confidence and 
trust than that of Group A. 
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.os 
(2.069L..2.303~2.807) 
Therefore, it can be concluded that the difference between Group A 
and Group B superintendents is significant at the .OS level for items 1-(b), 
1-(d), 3-(b), and 4-(d), or, on issues of policies, in their interaction with 
School Board members; amount of responsibility felt by teachers, in their 
interaction with teachers; and on matters of discipline, in their interaction 
with parents. Operating variables corresponding to each of the items are: 
1-(b), Motivational Forces; 1-(d), Interaction Influence; 3-(b), Motivational 
Forces; 4-(d), Interaction Influence. It also appears that Group B super-
intendants exert motivational forces, which reinforce their motives with 
those of Board and teachers, to a greater degree than the Group A superinten-
dents. This may be due to a greater amount of interaction influence that the 
B group exerts with these two interaction groups than does the A group. This 
difference is also evident with the amount of interaction influence perceived 
by both groups in their interaction with parents on matters of discipline. 
When considering the means of scores for all operating characteristics 
(five) combined and for each of the five interaction groups, the .! scores for 
the difference of the means of response scores indicate that the two groups 
of superintendents differ significantly in their self-perceived leadership 
processes when interacting with the following groups: 
Interaction Grou_p_ 
School Board 
Level of Signifi~.!. 
.OS 
(1.980...::::.2.187~2.,17) 
Interaction Gro~ 
Principals and Staff 
Teachers 
346 
Level of Sign!f icance 
.os 
(l.980....::'.'...2.026"'=2·ii7) 
.01 
(l.980..:.;:...2.,&7::::.2.888) 
Therefore, it can be concluded that both groups of superintendents 
differ significantly in their self-perceived leadership processes when inter-
acting with School Board members, principals and staff, and teachers, using 
the five operational characteristics combined as criteria for measuring 
leadership processes. 
"The distinction between large-sample and small-sample statistics 
is not an absolute one, the one realm merging into and overlapping the 
other."1 Statistic_; applies regardless of the size of the sample. The 
greatest difference caused by the size of the sample is not on the !. score, 
but on the distribution of !.• As the df becomes very large, the distribution 
of £. approaches the normal distribution. The kurtosis of the distribution 
becomes affected. A higher distribution becomes more mesokurtic or normal. 
As the df becomes very large, the distribution of £. approaches the normal 
distribution as its limit. Critical values of !_, therefore, will vary in 
accordance with the df, which in turn is determined by the size of N in the 
sample. 
The !.. scores were used, on the basis of the above explanation, to 
determine the significance of difference between means of scores for all 375 
responses in Group A and for all 250 responses in Group B. It is true that 
1J. P. Guilford, Fundamental Statistics in Psychplogy and Education 
(New York: McGraw Hill Book Company), p. 182. 
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the combinations of responses are such that twenty-five responses were 
allocated to each superintendent in each group, but an attempt was made to 
obtain the £. distribution of all responses combined for each group. The 
data are uncorrelated and the !. formula utilized for determining the sig-
nificant difference between means of the combined responses is intended 
for treating such uncorrelated data. 
The £. score of the difference between the means of scores repre-
senting self-perceived leadership processes for all operational characteris-
tics combined, of Both A and B groups, was found to be 4.280 at 623 df. The 
two groups differ very significantly at the .01 level of significance with 
a£. score of 4.280. (1.964...C2.585~4.280) 
APPROVAL SHEET 
The dissertation au'btalttecl by Stanley L. Mularz haa been read and 
approved by 'lllft1ben of the School of Education. 
The final copies have been examined. by the director of the 
dissertation aa4 the aignatu ... which appe.ara bel.ev verifies the fact that 
any necessary change• have been tacorporated and that the dissertation is 
now given final approval with reference to content and form. 
The dissertation i• tbe.-efore accepted in partial fulfillment of the 
requirements for the degree of Doctor of Education 
\ ~Hal \\$1'.anature of Mlviaor 
